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Abstract
The aim of this study is to explore leadership style at the supervisory level in a service 
environment setting, namely restaurant service. According to previous research, the successful 
leader is a person who understands the importance of controlling staff so as to complete the work, 
as well as to maintain good relationships with his/her employees (performance oriented and 
maintenance oriented). However, no researcher has produced empirical research to prove that this 
concept is significant for supervisory jobs in the restaurant service industry. The nature of 
supervisory work requires supervisors to possess certain types of skills, such as technical, 
conceptual, administrative, as well as human relations skills. But, it is hypothesised that a 
supervisor in the service setting also has to control his/her emotions when interacting with both 
customers and staff. In conducting this research, four related areas of literature have been 
reviewed: first the area of leadership; second, the role of the supervisor in the organisation, as well 
as the nature of restaurant service; third, the perception process and work related stress, as well 
as the management of emotion in the organisation; finally, the impact of national culture on the 
behaviour of operative staff since this research has been conducted in Thailand, where Thai culture 
affects behaviour and thinking. The sample used was a group of staff who work for S&P: the 
biggest Thai chain restaurant. In order to form a comparison between two main groups of staff, 
the sample included "front of the house" staff, whose job requires interaction with the customer 
(i.e. waiter, and bakery shop staff), and "back of the house" (i.e. kitchen staff and the drinks bar 
staff). Using the critical incident technique, staff were asked two open ended questions to review 
the best and the worst things that their supervisor had ever done. These questions led to various 
kinds of response, from personal matters to work related answers. A total of three hundred and 
twenty-seven incidents were collected. The richness of data suggested many possibilities of data 
interpretation and categorisation. Seven categories emerged when these responses were coded, and 
there were no significant differences between the response of "front of the house" staff and "back 
of the house" staff.
The research confirmed that, to be effective, a leader's style must fit the situation. The leader must 
correctly identify the behaviour required in a given situation, that is, appropriate to time, place, 
culture and people involved. Indeed, in almost any leadership situation, one will need to balance 
the two dimensions of task orientation and people orientation. The research also suggests that 
staffs preference of a supervisory leadership style in the sendee and food production setting, is 
for a "maintenance oriented" style. Moreover, this research argues that it is possible to identify 
the specific functions which are required by a supenisor in each situation. The first category of 
incidents suggests that operative staff tend to believe that their supen isors must have appropriate 
technical and coaching skills. Next, the category of misuse of power as well as the 
mismanagement of emotions, suggests the possibility of bullying and the risk of employees being 
exposed to abusive behaviour. Thirdly, the category of bias represents the normal human 
behaviour of supervisors, and suggests that they can be selfish as well as prejudiced against 
operative staff. The fourth category is very interesting: staff recall incidents when supervisors have 
gone beyond their roles (in the case of helping staff with their personal problems), to be one of 
the best actions that a supen isor can perform, but do not complain if this does not happen. This 
type of "sacrifice" may be related to Thai cultural norms. The other categories seem to be less 
significant (i.e. representing company, lacking self-assertiveness and general behaviour). Operative 
staff pay most attention to activities concerning the communication skills of their supenisors. 
Good communication does not simply concern the actions and necessary skills required by a 
supenisor in each situation, but also the correct mode of behaviour which staff feel their 
supen isor should display in that situation, to accomplish the intended goal.
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Chapter One Introduction
If someone is asked: "Do you think good supervision is necessary for the development of 
the organisation?" No one would dare to say no. The next question is "What is it that a 
supervisor really does?". The answer might be that "A supervisor controls his/her staff so 
that they work smoothly" or "He/she is there to make sure that everything is OK." But 
suppose a person was to ask: "How do you tell what is good and bad supervision?" or 
"How can you tell that a supervisor is doing his/her job effectively?" Even though it is 
apparent that some supervisors lead their staff and create better results that others, it is 
difficult to say exactly what makes the difference.
It is much easier to define the results of good supervision than define the actions of a 
good supervision. If, the end product is satisfactory, then it could be concluded that the 
supervision was good. On the other hand, if production ends up in chaos, then it could be 
said that the supervision is bad. Consequently, the supervision may be all right, but other 
conditions, such as the attitudes of the employee, their situation, or the employee's lack 
of ability, may have made the supervisor fail. Of course, the supervisor him/herself has 
some responsibility for these things too.
Regarding supervision in the restaurant service setting, one of the most important concerns 
of management in the hospitality industry is to provide good service, i.e. service that 
satisfies what the customer needs. Restaurant service consists of both an intangible part: 
the manner or "how" the customer is served (i.e. service) and a tangible part: "what" is 
served (i.e. food). Both components have to work together to be able to create a 
memorable dining experience for the client.
While the production of food can be compared to a manufacturing process, the service 
encounter involves an interaction between staff and customers. To be able to predict or 
control the behaviour of the customer is almost an impossible task for a management 
team. In attempting to control the service situation, a manager can possibly attempt to 
control the behaviour of the service providers (Czepiel et al, 1985; Hochschild, 1983).
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However, it is not an easy task to regulate staff's behaviour in front of the customer, due 
to the flexibility of the nature of service itself. Besides staff training and imposing the 
organisation's rules, the closest management can get to controlling the service staff, is 
arguably through the influence of their supervisor.
In fact, the main duty of the supervisor in the organisation is a co-ordination task. He/she 
acts as a link between the management team and the work force. Hence, the supervisor 
plays an important part in creating a positive impression of the organisation on new staff. 
He/she is also expected to be a good teacher, who should be able to transfer important and 
necessary working knowledge to subordinates. However, little empirical research has been 
conducted to identify the true relationships between both parties. Furthermore, there does 
not seem so much the actual descriptive research on duty and role of supervisor in the 
context of service organisation either. Instead, much research effort which emanates 
mainly from American studies, focuses on general prescriptive of "what" the supervisor 
should do rather than "how" he/she should do it.
It is the concept above which leads to the question of how the duty of the supervisor can 
be better understood. Or indeed, what is required of a supervisor, "how" he/she should 
behave towards his/her subordinates and how this behaviour affects them. It is felt that 
one should be able to pinpoint the real actions of the supervisor as seen through the eyes 
of his/her co-workers, especially subordinates. And from their comments a researcher 
should be able to construct and be aware of the meanings (e.g. emotional construct) which 
lie behind these disclosures. It is the intention of this research to take the vital step 
towards what makes the difference between good and bad supervision. However, since 
little research has been done in this area, it was necessary to conduct the research by 
means of primary data analysis.
Besides, this study is looking at only one perspective of the organisation. One could have 
looked at the supervisor, determine what they think about their own behaviour. Another 
could have looked at what managers think about. This present research looks at one of the 
perspective which in this case is the operative staff. That is, looking at supervision
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through the eyes of the supervisee: how do operative staff perceive their supervisor, and 
what does the supervisor do that they like?
The primary aim of this study is, therefore, to identify the preferences of operative staff 
in a restaurant service context concerning their supervisors: to understand their 
expectations as well as the role the supervisor is expected to play when dealing with 
subordinates. Moreover, this research uses the qualitative framework for exploring the 
relationship between supervisors and subordinates.
Regarding the background literature, there are in fact many variables which influence 
leadership style (such as organisational philosophy, etc.). However, in the context of this 
research, it aims specifically to try to identify four variables, which are considered to 
provide substantial background knowledge which helps towards an understanding of the 
preferences of operative staff concerning their supervisor. These are; leadership 
(development of study of leadership); duty of the supervisor and the nature of service 
(target person and nature of his/her work); perception, stress and emotional labour (the 
thinking processes of staff who provide data for the research, and what are the biases on 
their judgement); and culture (possible impact of national culture on staff; perception of 
their supervisor, that should be respected when the data is being analysed).
In Chapter two, the development of relevant theories in the area of leadership will be 
discussed and illustrated. Many researchers have sought to identify the most appropriate 
style of leadership in the organisation. However, most of them focus on the management 
level rather than the supervisory level. This chapter directs the reader's attention towards 
the study of leadership, its development from past to present, by three major approaches; 
personalistic approach, behavioural approach and contingency approach. Thus, the impact 
of national culture on leadership, in which some methodology is applied and developed 
further, will be reviewed in this study. Above all, the idea of combining the behavioural 
approach and contingency approach together should suggest a possible means of defining 
the appropriate style of leadership in restaurant working environment.
3
Chapter three aims to familiarise the reader with the role of the supervisor in the 
organisation, as well as their duty as a front line manager. This will be achieved by 
comparing the differences between a supervisor and a manager. Then, the role of the 
supervisor in the organisation, the nature of the supervisory work, as well as necessary 
skills required for the job, will be examined. Additionally, in the second section of this 
chapter, the nature of the restaurant service is clarified. This chapter also aims to 
distinguish, between the general duties of the supervisor and the work of a supervisor in 
the service environment: namely the restaurant service, where the work includes both 
tangible and intangible components.
Chapter four illustrates concisely the ways in which people perceive the world, and those 
around them, as well as how they interpret the stimuli. The concept of person perception, 
stress, and emotion will be discussed. This will be done to understand how subordinates 
think, and how their perception can directly affect the attitudes as well as the actions of 
staff. Since it is necessary for a researcher to understand those limitations and biases of 
perception when designing the research tool for data collection. Moreover, an 
understanding about stress resulting from work as well as the concept of emotion at work 
will be reviewed. This chapter aims to provide an understanding of the possible behaviour 
of a subordinate towards his/her supervisor, which includes the expression of emotions of 
a supervisor when interacting with his/her subordinates.
Chapter five considers the relationships between culture and perception. Culture is argued 
to be the most significant factor in shaping distinctive characteristics of people in different 
countries (Hofstede, 1990). The population selected for this research are Thai operative 
staff. Thailand makes a very interesting case study, since there are unique features of Thai 
culture, that lend itself to this particular study. For example, the way Thai people perceive 
their environment, such as stress or emotion. However, this study does not try to prove 
that it is Thai culture which plays a vital part in judging an appropriate leadership style. 
Nonetheless, the behaviour of Thai people needs to be clarified for the benefit of data 
analysis and interpretation.
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Chapter six will deal with how the methodology of this research has been developed. 
Based on previous quantitative research on leadership style (University of Ohio, 1957; 
Misumi, 1985; and Smith, 1990), the qualitative data collection (critical incident 
technique) as well as the designed data analysis (data categorisation) will be established. 
The chapter will begin by indicating the aims and objectives of the study, followed by the 
illustration of the connected series of how the methodology has been developed.
Chapter seven provides a general background about the S&P group of restaurants whose 
operative staff were chosen as a source of data in this research, to the benefit of the 
readers who have no knowledge of the restaurant chain: the S&P group, who is regarded 
to be one of the most successful restaurant chains in Thailand.
Chapter eight shows how the interpretation of the result has been accomplished. Due to 
the richness of the result, all of the categorisation processes will be demonstrated in order 
to provide a clearer picture of how all seven categories are achieved. Next, chapter nine 
displays all seven categories and their incidents in detail, as well as the analysis of data 
by group of respondents.
Chapter ten leads to a discussion of the research result against the reviewed literature. It 
begins with a discussion concerning the style of leadership at the supervisory level in the 
restaurant service setting. The preferred leadership style as voted by operative staff 
follows. The impact of errors in perception of the expectation of staff on their supervisors. 
Furthermore, the significance of the management of emotion of the supervisor when 
dealing with staff will also be debated. Finally, in chapter eleven, the conclusion, 
problems and recommendations of this research will be drawn.
In summary, the intention of the thesis is to examine leadership style and how operative 
staff relate to various leadership styles in the restaurant context. What this thesis seeks to 
examine is the concept of leadership, to look at the role and duty of the supervisor and 
operative staff, to determine how an individual perception of a leader might be influenced 
by emotion, stress, and culture. Since little research has been carried out in this area,
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especially from Thai perspective, it is necessary to investigate the issue using primary data 
analysis. An experimental methodology based on an analysis of an S&P group of 
restaurants was set up to identify different types of leadership style. It is therefore an 
experimental issue in this particular instance, which aims to distinguish between 
"Performance oriented" and "Maintenance oriented" styles of leadership. The study will 
thus determine the preferences of operative staff on leadership style of supervisor between 
these two leadership dimensions.
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Chapter Two Leadership
In this chapter, the related studies in leadership will be reviewed. The chapter will begin 
with the development of the study of leadership theories. Next, the leadership theories 
used in this study will be included. The reason for this is to introduce the reader to the 
concept of leadership which is used in this study.
2.1 Introduction
Based on the assumption that the effective functioning of any social system is dependent 
on the quality of leadership, behavioural scientists have carried out research on the process 
of leadership for several decades. However, most of the researchers focused their interests 
upon the management level. It is the aim of this research to explore and discuss the issues 
of leadership style at the supervisory level, which has the closest contact to front line 
employees. Moreover, this study focuses particularly on leadership style in the service 
environment, where management of emotion and the requirement of harmony are essential. 
This chapter will review the development of studies on leadership from past to present. 
Then the comparison between major theories will also be discussed.
2.2 Definitions of Leadership
It is not an easy task to define leadership. It generally refers to people in high positions, 
or in most cases, a person who is able to influence other people in his group to carry out 
and, more importantly, to complete the assignment. Leadership inevitably requires the 
power to influence the thoughts and actions of other people. Moreover, a good leader will 
play a significant part in the development of the team, as well as in the development of 
each individual in the group. It is however difficult to describe the qualities which make 
a good leader. Yet, leadership is often cited when the success or the failure of the group 
is discussed. Kim and Mauborgne (1992) suggest that leadership is the ability to inspire 
confidence and support among the people who are needed, to achieve organisational goals.
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Smith (1993) concludes that although there are many different definitions of leadership, 
they all appear to have three things in common:
1) leadership is a process about influencing;
2) there are at least two people involved - the leader and the follower;
3) leadership occurs where given, implied or even unconscious goals or objectives 
are established. Moreover, it is not necessarily the individual passing the most 
formal authority who is the leader; the leader is anyone who exerts influence 
over others.
Concerning the differences between a leader and a manager in an organisation, many 
researchers have attempted to describe what leaders really do (Kotter, 1990; Zaleznik, 
1977). Kotter (1990) suggested that leadership is different from management. They are in 
fact, two distinctive and complementary systems of action. Each has its own functions and 
characteristic activities. Both are necessary for success in an increasingly complex and 
volatile business environment. However, the most important fact is that not everyone can 
be good at both leading and managing. Some people have the capacity to become 
excellent managers but not strong leaders or vice versa. Indeed, today's managers must 
know how to "lead" as well as manage.
Management is about coping with complexity. Without good management, complex 
enterprises tend to become chaotic in ways that threaten their very existence. Good 
management brings a degree of order and consistency to key dimensions, such as the 
quality and profitableness of products.
Leadership, by contrast, concerns coping with change. Part of the reason why it has 
become so important in recent years, is that the business world has become more 
competitive and more volatile. Major changes are more necessary, to survive and compete 
effectively in this new environment. Change always demands more leadership. To use a 
military analogy, in peace time, the army is managed with good leadership from the top. 
In contrast, during the time of war, no one has found a way of managing people 
effectively into battle, they must be led.
The best distinction between management and leadership, is that management controls 
people by pushing them in the right direction, while leadership motivates them by 
satisfying basic human needs. Hence, both are necessary for success in the business 
environment. Tannenbaum and Schmidt (1958) commented that leaders should accurately 
assess the forces that determine what their most appropriate behaviour at any given time 
should be, and behave accordingly. Being both insightful and flexible, they are less likely 
to see the problems of leadership as a dilemma.
Kotter (1993) concludes that management is more formal and scientific than leadership. 
It relies on universal skills such as planning, budgeting, and controlling. Management is 
an explicit set of tools and techniques, based on reasoning and testing, that can be used 
in variety of situations. In contrast, leadership involves having a vision of what the 
organisation can become. It requires eliciting cooperation and teamwork from a large 
network of people and keeping the key people in that network motivated, using every 
manner of persuasion.
Harper (1992) points out that the fundamentals of leadership start with knowledge. 
Without knowledge, a leader cannot clearly envision the future and is ill-equipped to cope 
with opportunities arise. Four elements of knowledge that a leader requires include; firstly, 
knowledge of human psychology; secondly, knowledge of variation; thirdly knowledge 
of problem-solving theory; and the last but not least, knowledge of the system. When 
leaders have such knowledge, they can proceed with the business of leading their 
employees and fulfilling a vision for the future. Creating the right vision that results in 
both customer and employee success, and facilitating the organisation to enthusiastically 
achieve the vision, is the essence of leadership. Effective leaders are careful not to expect 
change from their employees when they have not altered their systems, or provided the 
environment to facilitate such change.
2.3 The Development of Theories on Leadership
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In the past 50 years, many different theories and explanations of leadership have been 
developed in order to discover what makes a good leader/manager, or what exactly it is 
that makes leaders effective. The framework of major leadership topics suggest that 
effective leaders use the right mix of appropriate personal characteristics, leadership
behaviour, and techniques, to facilitate productivity, quality and satisfaction, thus attaining
goals. The following paragraphs summarise the three major groups of leadership theory. 
These headings are; personalistic approaches, behavioural approaches and contingency 
approaches.
2.3.1 Personalistic approaches
The "Personalistic research approach", usually contrasts relatively stable personal 
characteristics of effective leaders, with those of less effective leaders (House, 1977). The 
concept of leadership has focused on major historical figures, such as a general who is 
victorious in battle. However, analysing the actions of such figure may provide a poor 
basis for theorizing about everyday types of leadership.
This earliest approach to understanding leaders and leadership emphasizes the "trait 
approach"; the observation that leadership effectiveness depends on certain personal 
attributes. In addition, theory of leadership, suggests that certain leadership traits are 
universally important. That is, they apply in all situations. The "trait approach" to
leadership, studies the traits, motives, and other characteristics of leaders. Indeed, most
researches were designed to identify intellectual, personal, and physical traits of successful 
leaders.
In other words, early leadership studies were based on the theory that leaders are bom and 
not made. They focused on attempts to identify a set of qualities, attributes or physical 
characteristics that the "ideal" leader should possess.
One such example is "personal charisma" (House, 1977; Conger et al, 1988) which
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suggested that because leadership and abilities such as intelligence were widely believed 
to be inherent qualities, it made sense to study the degree to which they were empirically 
associated. By so doing it should become possible to understand more precisely, the nature 
of "charisma" or of a personal trait (e.g. sense of humour, warmth, or high tolerance for 
frustration, etc). That is, the trait approach to leadership is supported by many studies 
showing that leaders are different from non-leaders, and effective leaders are different 
from less effective leaders (Kirkpatrick and Locke, 1991). Nevertheless, the trait approach 
does not state which traits are most important in which situations, and how much of the 
particular "trait" is required. Yukl (1989) further argues that a balanced perspective on the 
trait approach, is that certain traits, motives, and characteristics increase the probability 
that a leader will be effective. Yet they do not guarantee effectiveness, and the leadership 
situation often influences which trait will be most important.
Hence, with reference to the "Trait approach", the theories of ’’charisma and 
transformational leadership” have been introduced. Conger et al (1988) points out; 
"Charisma" is a special quality of leaders whose purposes, powers, and extraordinary 
determination differentiate them from others. That is, charisma is also a positive and 
compelling quality of a person, which creates a desire in many others to be led by him 
or her.
The theory of "Charisma" refers to leader who can achieve productivity, quality, and 
group member satisfaction by being magnetic, charming, and visionary. A person who is 
a charismatic leader has a magnetic effect on people. Charismatic leadership can be 
understood in terms of its effects, such as group members' trust in the correctness of the 
leader's belief. A study by Halpert (1990) suggests information which is useful for the 
aspiring charismatic leader. It points out that the effects of charismatic leadership can be 
organised into three dimensions, they are "referent power": the ability to influence others 
(French and Raven, 1959), which stems from the leader's desirable traits and 
characteristics; "expert power": the ability to influence others because of one's specialized 
knowledge; and "job involvement": the charismatic leaders will encourage group
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members to become involved in the job-related effects (emotional involvement, heightened 
goals and perceived ability to contribute).
Hence, Schmuckler (1989) comments that charismatic leadership is possible under certain 
conditions. The beliefs of the constituents must be similar to those of the leader, and 
unquestioning acceptance of and affection for the leader must exist. The group members 
must willingly obey the leader, and they must be emotionally involved both in the mission 
of the charismatic leader and in their own goal.
In addition. Conger (1992, pp.43-52) maintains that leaders who are perceived to be 
charismatic are often transformational leaders; that is leaders who bring about positive, 
major changes in organisations. They differ significantly from transactional leaders, such 
as managers who mostly carry out transactions with people, such as taking care of 
administrative work and offering rewards for good performance. Indeed, not all 
charismatic leaders are transformational. Unless he or she significantly changes an 
organisation, he/she is not a transformational leader. Moreover, he suggests 11 
characteristics of charismatic and transformational leaders. Those studied are 1) vision, 2) 
masterful communication skills, 3) ability to inspire trust, 4) ability to make group 
members feel capable, 5) energy and action orientation, 6) emotional expressiveness and 
warmth, 7) willingness to take personal risks, 8) use of unconventional strategies, 9) self- 
promoting personality, 10) propensity to emerge during crises, and 11) minimum internal 
conflict.
Charismatic and transformational leaders communicate their visions, goals, and directives 
in a colourful, imaginative manner. They communicate openly with group members and 
create a comfortable communication climate. They encourage two way communication 
with team members while still promoting a sense of confidence (Howell and Avolio, 1992, 
p.46). That is, communication effectiveness allows for inspirational management.
To bring about change, the transformational leader attempts to overhaul the organisational
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culture and sub-culture. Hater and Bass (1988) have argued about how transformations 
take place. The leaders' task can thus be as immense as the process of organisational 
change. There are a number of ways in which transformations take place. They are: 
Raising people's awareness (about rewards and how to achieve them). Helping people to 
look beyond their own self-interest (for the sake of team and organisation). Helping people 
search for self-fulfillment (go beyond minor satisfaction), Helping people to understand 
the need for organisational change (both emotionally and intellectually). Investing 
managers with a sense of urgency (i.e. share senior management's vision of what is both 
necessary and achievable, as well as capitalising on available opportunities). Commitment 
to greatness (encompasses striving for business effectiveness [such as profit] and 
impeccable ethics [e.g. customer service and quality as well as the feeling of 
proprietorship and involvement]).
Bass (1990) conducted an empirical research project concerning the effects of charismatic 
and transformational leadership in the work place setting. The study indicates that leaders 
who are perceived to be charismatic are more likely to run highly effective units. 
Charismatic leaders are also more likely to rate high on several important work 
dimensions, such as judgement and decision making.
In contrast. Tucker (1968), Howell and Avolio (1992), comment that there is another 
concern that some charismatic leaders are unethical and devious, suggesting that being 
charismatic does not necessarily help the organisation. It has been observed that some 
charismatic leaders lead their organisations towards illegal and immoral ends. People are 
willing to follow the charismatic leader down a quasi-legal path because of his/her referent 
power. Yet, by behaving in a socially responsible manner, charismatic leaders can avoid 
abusing their influence over others.
The topic of charismatic and transformational leadership has been challenged from major 
stand points, such as the validity of the concept. Stogdill (1974:a, 1974:b) argues that one 
reason why so few studies of charismatic leadership have been conducted is that most
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leadership researchers doubt that charisma can be accurately defined and measured. 
Conducting research about charisma is like conducting research about total quality; one 
will know it when one sees it, but it is difficult to define in operational terms.
Another problem with the concept of charisma is that it may not be necessary for 
leadership effectiveness. That is, many non-charismatic leaders are effective. Bennis and 
Nanus (1985) have observed that very few leaders can accurately be described as 
charismatic. Instead of charisma resulting in effective leadership, the reverse may be true. 
People who are outstanding leaders are granted charisma (perceived as charismatic) by 
their constituents as a result of their success. Indeed, good leaders will not necessarily 
possess all the traits and qualities which were identified as important.
In short, the result from the studies of charismatic and transformational leaders argue that 
leaders who are considered to possess these "ideal" characteristics, are likely to have 
profound transformational effects on their followers, as opposed to those leaders who do 
not have this so-called "charisma" (Bass, 1990; Shamir et al, 1993; Howell et al, 1992). 
Thus, although the empirical literature on charismatic or transformational leadership 
demonstrates that such leadership has profound effects on followers, none explains the 
process by which these effects are achieved.
2.3.2 Behavioural Approaches
The behavioural approach has been developed from the concept that personal attributes 
alone are insufficient for leaders to facilitate the accomplishment of objectives. The leader 
must also behave in certain ways and possess certain skills. Consequently, the behavioural
approach focuses on the relationships between leader behaviour and employee
performance. The intent of this research was to identify behaviours exhibited by effective 
leaders, which were not displayed by their less effective counterparts. The behaviours, 
skills, and practices of effective leaders are adapted to the situation, such as setting high
performance standards, providing emotional support to group members, and encouraging
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group members to participate in decision making.
In the 1950s, extensive research was conducted at the Ohio State University and the 
University of Michigan on effective leadership practices. This pioneering research laid the 
foundation for a clearer understanding of the difference between successful and 
unsuccessful leaders.
In this major leadership research programme which was conducted at Ohio State 
University, the goal of the researchers was to develop a standardized set of validated 
questionnaires which could then be used in identical versions in a wide variety of settings. 
The study identified 1,800 specific examples concerning leadership behaviour, which were 
reduced to 150 questionnaire items of leadership functions (Stogdill and Coons, 1957). 
The functions are also referred to as "dimensions of leadership behaviour". A major thrust 
of the research was to ask team members to describe their supervisor by responding to 
questionnaires. Leaders were also asked to rate themselves on those leadership dimensions.
There are two key leadership dimensions. Firstly, ’initiating structure" is the degree to 
which the leader organises and defines relationships in the group through activities such 
as assigning specific tasks, specifying procedures to be followed, scheduling work, and 
clarifying the expectations of team members. Leaders in this group define the relationship 
between themselves and the staff members, as well as the role that they expect each staff 
member to assume. Such leaders also endeavor to establish well-defined channels of 
communication and ways of completing the task.
Consideration is the degree to which the leader creates an environment of emotional 
support, warmth, friendliness and trust. The leader creates this environment by being 
friendly and approachable, being concerned for the personal welfare of the group, keeping 
the group abreast of new developments and coming out small favours for the group. 
Leaders who score highly on the consideration factor, are typically friendly, trustful, earn 
respect, and have a warm relationship with team members.
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In general, the Ohio study suggests that the most effective leaders emphasise both 
initiating structure and consideration. Another consistent finding is that group members 
desire more in the way of consideration. In contrast, the managers to whom the 
supervisory leaders reported, preferred a greater emphasis on "initiating structure". The 
higher the level of management, the greater the emphasis on "initiating structure". 
Moreover, it was discovered that employee turnover was lowest and job satisfaction 
highest under leaders who were rated high in "consideration", whilst leaders who were 
rated low in "consideration" and high in "initiating structure", had high grievance and 
turnover rates among their employees. Finally, another important implication for 
organisational leaders, is that the situation influences whether the leader should emphasise 
"initiating structure" or "consideration". In some situations, group members rated leaders 
with a strong emphasis on initiating structure as being more effective. The reason for this 
was agreed to be the organisational culture.
In comparison, during the time of the Ohio state study, researchers at the University of 
Michigan were also studying leadership effectiveness. Interviews and questionnaires were 
used to contrast the behaviour of leaders from high-producing units with that of leaders 
from low-producing units. Consequently, two groups of leaders were categorised. 
"Production-centered" leaders set tight working standards, organised tasks carefully, and 
prescribed the work methods to be followed. They also, closely supervised the work of 
group members. "Employee-centered" leaders encouraged subordinate participation in 
setting goals and in other work decisions. They also helped to ensure high performance 
by engendering trust and mutual respect.
Likert (1961) summarizes this extensive research at the University of Michigan into the 
behaviour of supervisors within a wide range of organisations. A dominant finding of the 
University of Michigan studies was that most productive work groups tend to have leaders 
who are "employee-centered" rather than "production-centered". Also, the most effective 
leaders are those who have supportive relationships with group members.
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The result from the Ohio study parallels the result from the Michigan study with one 
exception. A leader in the Michigan study is classified as either "production-centered" or 
"employee-centered", which is a one-dimensional classification. The classification of 
"structure" and "consideration" (Ohio) is two dimensional, which means that a leader 
could achieve high or low status on both dimensions.
An important implication from both the Ohio State and Michigan Studies, is that effective 
leaders emphasise both high productivity and good interpersonal relationships. Indeed, in 
almost any leadership situation a person faces, one will need to juggle the two dimensions 
of task orientation and people orientation. Yet, the situation often influences which 
leadership dimension should be emphasised.
Results from these studies, which began as statements about leadership behaviour and, 
have gone on to reduce leadership down to smaller number of specific elements, have 
been later used as a surface theme in many to the approaches of leadership study. This 
knowledge of the broad dimensions of leadership behaviour, has also resulted in the 
establishment of training programmes for individuals who perform leadership tasks.
However, Blake and Mouton (1964) propose that the conceptualization which underlies 
the Ohio State model is flawed. The Ohio State model treats the two dimensions as 
independent of one another, and quite separate measures of each were developed. But 
these scales cannot be treated as independent elements which when added together are 
expected to achieve a certain effect. They argued that a subordinate's response to the 
supervisor's action in initiating a certain structure, will be coloured by the consideration 
with which that act and earlier acts are expressed. The two dimensions are integrally 
interrelated, rather than separate, and they must be tapped by questionnaire items which 
incorporate such interactions. This critique of the Ohio State theory measures is supported 
by the study by Lowin et al (1969). This suggested that considerate leadership depended 
not only on the manipulation of consideration, but also the manipulation of initiating 
structure. Indeed, the research failed to reach general conclusions because it failed to take
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account of the circumstances within which leadership acts occur.
In spite of this criticism, the main finding from the Ohio State research; (the two 
dimensions. Initiating Structure and Consideration) is still employed as the foundation in 
many concepts of understanding leadership. One such finding is that the concept of 
’leadership style” is a relatively consistent pattern of behaviour which characterizes a 
leader. In fact, the concept of style is a logical extension of the understanding of 
leadership through behaviours, skills, and practices. A leader must choose a leadership 
style that is appropriate in order to accomplish result. It should also fit his or her 
personality.
Besides, leadership style is the relatively consistent pattern of behaviour, that characterized 
a leader. The concept of leadership style is an extension of understanding leadership 
behaviours. One example of the mentioned concept, could be seen through two 
classifications of leadership style; one is a related Leadership Continuum and the other 
is a Leadership Grid (Blake and Mounton, 1964).
Tannenbaum and Schmidt (1973) offer a ”Boss-Centered versus Employee-centered 
Leadership Continuum”; a leadership model which presents a continuum of possible 
behaviours, ranging from authoritarian to democratic. To identify an individual manager's 
style on this continuum, typical behaviours are considered in relation to the preferred level 
of supervision and control of staff.
To select the most appropriate style, the leader takes into account certain qualities in the 
manager, the subordinates, and assesses the situation as well as the time constraints. This 
approach also reveals four main styles of leadership (tells, sells, consults, joins). In 
addition, these styles of leadership are in line with the work of Likert (1967), who 
classifies leadership styles under four broad headings: Autocratic, Persuasive, Consultative 
and Democratic.
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The Tannenbaum and Schmitt model gradually evolved into the ’’Autocratic-Participative- 
Free Rein Continuum”, with three more specific key anchor points: autocratic, 
participative, and free rein. Autocratic leaders retain most of the authority for themselves. 
Participative leaders share decision making with group members. The participative style 
can be subdivided into three sub-types; consultative: confer with group members before 
making a decision, but retain the final authority to make decisions; consensus: encourage 
group discussion about the issue and then make a decision that reflects the general 
agreement, and a decision which is not considered final until all the parties involved agree 
with the decision; and democratic leadership: confer final authority on the group, then 
collect the group opinion and take a vote before making a decision. And finally, the free 
rein leader turns over virtually all authority and control to the group. That is, group 
members are given a task to perform and are given free rein to work out how to perform 
it, while the leader does not get involved unless requested. The free rein leader delegates 
completely.
Blake and Mounton (1964) have developed the "Managerial Grid" which refers to the 
concept of leadership based on a balance between the "concern for production" and the 
"concern for people". They argue that leadership should be studied from the point of view 
of interactive process, and therefore identify a range of leadership styles between these 
two dimensions. This "managerial grid" can therefore be used as a practical tool for 
identifying leadership positions and after this, appropriate training and development can 
assist in reinforcing an optimum leadership style. Moreover, they also argue that the 
managerial grid provides a frame work for self-assessment, so that managers can assess 
their own leadership styles.
The Managerial Grid leads to the development of the ”Leadership Grid Styles”, (which 
was formerly known as the Managerial Grid). It classifies leaders according to how much 
concern they have for both production (task accomplishment) and people (Blake and 
McCanse, 1991). Team management, with its high concern for production and people is 
considered the best. This is similar to a number of studies which indicate that effective
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leaders score highly on both "concern for people" and "production". The Leadership Grid 
does not dictate that the manager should mechanically use one style in leading very 
different groups. Instead, he or she should use principles of human behaviour to assess the 
situation. Many researchers criticize the Leadership Grid for favouring one style, yet the 
team style includes adapting to the situation (Fisher and Edwards, 1988).
Stogdill (1974) and Horton (1992) conclude that managers are advised to diagnose the 
situation and then choose an appropriate leadership style to match, rather than searching 
for the one best style of leadership. To be effective, a leader must be able to adapt his or 
her style to the circumstances.
2.3.3 Contingency and Situational Approaches
This approach begins with the assumption that there are no traits and behaviours which 
automatically constitute effective leadership. To be effective, a leader's style must fit the 
situation, since both internal and external environments have a significant impact on 
leader's effectiveness. Indeed, the situational perspective on leadership, explains that 
leaders must correctly identify the behaviours required in a given situation. After 
diagnosing the situation, the leader must then be flexible enough to select a behaviour to 
match the situation. For example, if an organisational unit was facing the crisis of 
downsizing, the effective leader would diagnose the insecurity, ambiguity and stress faced 
by team members. His or her response would be to support team members emotionally, 
in order to help them through the crisis.
In fact, it takes the concept of leadership style one step further, by suggesting that leaders 
often practice contingency and situational leadership. That is, they choose the right style 
to match the situation. Indeed, different situations demand different leadership styles. 
Hersey and Blanchard (1988) maintain that there is no one single way to lead, because 
leadership is situational.
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Fiedler (1967, 1978); Fiedler et al. (1984) develop the '^Contingency Theoiy" which holds 
that the best style o f leadership is determined by the situation in which the leader is 
working. Style, in Fiedler's theory, is measured on the "least preferred co-workers" (LPC) 
scale. If a person has a reasonably positive attitude toward his/her least preferred co­
worker, he is "relationship-motivated". However, he is "task-motivated" if his attitude is 
negative, and he is "socio-independent" it he is neutral. Situational Control, is measured 
by a combination of the quality of leader-member relations, the degree of task structure 
and the leader's positioned power.
The key position of Fiedler's theory is the leader-match concept. In a situation of high 
control (favourable), or low control (unfavourable), leaders with a task-motivated style are 
the most effective. In a situation of moderate control (moderately favourable or 
unfavourable), a relationship-motivated (supportive) style works best.
Regarding the evaluation of Fiedler's Contingency Theory, a major contribution of 
Fiedler's work is that it has prompted others to conduct studies about the contingency 
nature of leadership. It has also alerted leaders to the importance of assessing up the 
situation to gain control. For instance, an unfavourable situation could be made more 
favorable by granting the leader more positional power, or by increasing task structure.
However, despite its potential advantages, the Contingency Theory is too complicated to 
have much of an impact on most leaders. A major problem centers on matching the 
situation to the leader. In most situations, the amount of control the leader exercises varies 
from time to time. Nevertheless, the Contingency Theory can provide a few useful 
suggestions for becoming a more effective leader. Furthermore, as with leadership theories 
presented in the behavioural approach, a leader has two primary dimensions to work with: 
"task orientation" and "people orientation". The leader should emphasise either one or 
both, as the situation dictates.
However, Vroom and Yetton (1973) argue that leadership is a decision-making process.
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They developed a model that indicated the situations in which various degrees of 
participative decision making would be appropriate. In contrast to Fiedler, Vroom and 
Yetton attempted to provide a normative model which a leader could use in making 
decisions. The "Vroom-Yetton-Jago Model of Leadership", assumes that no single 
leadership style is appropriate, and leaders must therefore be flexible enough to change 
their leadership styles to fit situations. The model identifies five decision making styles; 
two of which are autocratic, two consultative, and one group-centered. By answering a 
series of eight diagnostic questions in a decision tree, the leader follows the path to a 
terminal node, which recommends one of the five styles.
Indeed, the authors of the "Vroom-Yetton-Jago" model argue that the model provides a 
valuable service to practicing managers and leaders. It prompts them to ask intelligent and 
perceptive questions about decision-making situations. However, despite the utility of the 
model, it can be criticised on the same ground as other contingency models, (i.e; that it 
is more about management than about leadership). Also the complete model is very 
complex, as several of the questions allow for more comment than a yes or a no answer. 
Besides, without extensive evidence that the use of the model can improve decision 
effectiveness and, by extension, leadership success, its value as a theoretical contribution 
and as a practical tool remains open to question.
The ”Path-goal Tlieoiy" of leadership effectiveness (Keller, 1989; House and Mitchell, 
1974), specifies what the leader must do to achieve high productivity and morale in a 
given situation. Effective leaders clarify the paths to attaining goals, help group members 
progress along these paths, and remove barriers to goal attainment. Leaders must choose 
a style that best fits the two sets of contingency factors, the characteristics of the 
subordinates and the tasks. The four styles in "Path-Goal" theory are; directive, supportive, 
participative and achievement-oriented.
A contribution of "Path-Goal" theory is that it highlights the importance of "achievement- 
oriented leadership". Despite the theory's potential contributions, the criticisms of Fiedler's
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"Contingency Theory" apply. "Path-Goal Theory" contains so many nuances and 
complexities that it has attracted little interest from managers.
The three contingency approaches to leadership presented so far, take into account the 
task, the authority of the leader, and the nature of the subordinates. Another explanation 
of contingency leadership places its primary emphasis on the characteristics of group 
members. The Situational Theoiy of leadership (Hersey and Blanchard, 1988) explains 
how to match leadership style to the readiness of group members. Readiness refers both 
to ability and to the willingness to accomplish a specific task. The model classifies 
leadership style according to the relative amount of task and relationship behaviour the 
leader engages in. As a group member's readiness increases, a leader should rely more on 
relationship behaviour and less on task behaviour. Indeed, competent people require less 
specific direction than do less competent people. However, when a group member 
becomes ready, minimum task or relationship behaviour is required.
The model is useful because it builds on other explanations of leadership which emphasise 
the role of task and relationship behaviours. As a result, it has proved to be useful as the 
basis for leadership training. A leader can benefit from this model by attempting to 
diagnose the readiness of group members before choosing the correct leadership style.
Nevertheless, the model presents categories and guidelines so precisely, that it gives the 
impression of infallibility. In reality, leadership situations are less clear-cut than the four 
quadrants suggest. Also, the prescriptions for leadership will only work some of the time. 
For example, supervisors provide specific instructions, and closely supervise performance 
to unable and unwilling, or insecure team members, and still achieve poor results.
Research evidence for these few situational models has been mixed. A major concern is 
that there are few leadership situations in which high-task, high-relationship orientation 
does not produce the best results (Bass, 1990). Moreover, the test of the Hersey-Blanchard 
model conducted by Vecchio (1987) indicates that the model may only hold for certain
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types of employees. For one thing, Vecchio found that more recently hired employees may 
need and appreciate greater task behaviour from superiors.
In short, to apply contingency and situational theory, a leader typically has to make a 
choice between two related considerations. The first is to achieve the correct balance 
between a task and a relationship orientation. Unless there is strong evidence to the 
contrary, the leader should strive to emphasise both task and relationships. The second 
consideration is to choose a decision style at some place on the leadership continuum, 
from autocratic to democratic. For instance, research by Smith (1993) suggests that there 
is a strong association between high group productivity and democratic leadership styles, 
but it has also been demonstrated that some people prefer to be told what to do in an 
authoritarian manner. Moreover, a consultative decision-making style is called for when 
a decision is complex, when technical accuracy is important, and when group acceptance 
is necessary.
However, a general criticism of contingency and situational leadership is that it concerns 
management rather than true leadership. Contingency theories and models provide 
supervisors and middle managers precise guidelines for selecting an appropriate leadership 
style. Yet they have little to do with inspiring and influencing others, and bringing about 
important changes. In other words, the models deal more with conducting transactions 
with group members than with inspiration and influence.
2.4 Leadership theories used in this study
Having reviewed the strengths and weaknesses of all three major approaches, this section 
will therefore focus on the leadership theories which will be implemented in this study. 
But before proceeding in the area of selecting any theory it will be advantageous to briefly 
revise the theories already mentioned.
"Charismatic Leadership" means that a leader should have the so-called "charisma". That
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is, if one requires a good leader, one should choose a person who has outstanding 
characteristics. Charismatic leaders must have good interpersonal skills, communicate 
openly with group members and create a comfortable communication climate. However, 
although many theories have suggested and predicted the outcome they have not been able 
to prove how they can be achieved.
The "Behavioural Approach" argues that people can be trained to lead in a particular way. 
Results from research (i.e. the Ohio State University study) indicate that the behaviour of 
a leader has two key dimensions. These are "Initiating Structure" which concerns the task- 
related behaviour of the leader, and "Consideration", which focuses on relationship 
orientation. The results further suggest that the most effective leader emphasizes both 
"initiating structure" and "consideration". The main problem with the "Behavioural 
Approach" is that, when the research was conducted the goal of the research was to ) 
develop a standardize set of validated questionnaires which could then be used in identical 
versions in a wide variety of settings. Consequently, the research in the "Behavioural 
Approach" fail to take account of the circumstances in which leadership acts occur. In 
spite of this problem, the two dimensions of leadership behaviour still exist as a research 
theme in many leadership theories which were later developed, (such as the concept of 
leadership style, which argues that a leader should diagnose the situation and adopt his/her 
style to the circumstances).
The "Contingency Approach" suggests that the nature of leadership concerns contingency, 
(i.e, that each person is matched to each situation). A leader should assess the situation 
to gain control. Therefore, leadership functions vary. However, the "Contingency 
Approach" fails to provide principle suggestions or implications of how the leader should 
act (due to variety of events). The "Path-Goal Theory", another contingency theory, takes 
a further step by observing that if a particular style of leadership were to work with one 
group of people it would depend upon the characteristics of subordinates and the nature 
of the task. However, these two contingency theories are criticized because they are too 
complex and there are too many details to take into account. They are not therefore
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appropriate to real-life working situations. In fact, they are not popular and are not being 
practiced amongst the majority of leaders.
Situational leadership (Hersey and Blanchard, 1988) has been introduced and further 
developed, by combining the concept of the two dimensions of leadership behaviour (from 
behavioural approach) and the concept of contingency approach (that leadership is 
contingency) together. Situational leadership means that a leader should be able to match 
the suitable leadership style with the readiness, the willingness and the competence of 
his/her subordinates.
At this point, it could be seen that each approach has produced its own major 
contributions to the study of leadership. Each theory provides its own explanation about 
leadership functions. Each of them contains weaknesses and strengths, which justify that 
their concepts are practiced at some stage. Indeed, many leadership theories which have t' 
been developed and practiced nowadays, have emerged from these three approaches (i.e. 
Transformational Leadership, or Situational Leadership). Therefore, it is crucial to high 
light the theme of this present research using all the relevant theories mentioned.
Regarding the strengths of all the mentioned approaches, the Behavioural Approach, which 
focuses on the relationships between the leader's behaviour and employee performance, 
seems to provide the most beneficial foundation in comprehending what the leader really 
does. It argues that a leader must be able to manoeuver between "task oriented behaviour" 
and "relationship oriented behaviour" (Stogdill and Coon, 1957; Likert 1961). However, 
it is also important to take into account the circumstances within which leadership acts 
occur, as suggested by the Contingency Approach (Fiedler et al, 1984; Hersey et al, 1988). 
There are other meaningful attributes necessary, when conducting the appropriate 
leadership behaviour, such as the characteristics of subordinates (from the Path-Goal 
Theory: Keller 1989; House and Mitchell, 1974) or their readiness to work (Situational 
Theory: Hersey and Blanchard, 1988). In addition, "charisma" is felt to be an extra quality 
of the leader who practices inspirational management because it may possibly lead the
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organisation into its positive transformation (according to the Charismatic Leadership: 
Halpert, 1990).
However, the weaknesses of the three approaches are also vital and cannot be avoided. 
Most of the problems lie in the question concerning whether they are practicable and 
realistic. Many researches (e.g. Hater and Bass, 1988) confirm that charismatic leadership 
is good. But none of them can explain how the process by which leadership has a 
profound effect of subordinates can be achieved. The major concern about the Behavioural 
Approach, is that the result from its research (i.e. Ohio State University: Stogdill and 
Coon, 1957) seems unable to provide generalizable conclusions about leadership 
behaviour. That is the results are too broad about how the leader should behave, because 
it disregards the contingency nature of leadership functions. However, theories using the 
Contingency Approach, (Fiedler, 1984; House and Mitchell, 1974) are too complicated to 
put into practice in real situations. That is the structure of the concept is too rigid.
Regarding the aim and objectives of this study (chapter six: methodology), the auther 
argues that the most appropriate concepts that should be employed when considering 
leadership, is a combination of the Behavioural Approach and the Contingency-Situational 
Leadership Approach. The essence of these two theories, when conjoined, is that the 
leader has two primary dimensions to work with: task oriented and people oriented. Yet 
he/she must be able to adjust his/her style to the circumstances, because different 
situations demand different leadership styles.
This notion seems to be more promising, because there have been many research 
developments connecting Contingency Theory and the Behavioural Approach (Smith et 
al, 1990; Misumi, 1985). Above all, this present research aims to fill the gap which the 
result of the Ohio State University study (about understanding the behaviour of leader) 
cannot provide, by taking into account the circumstances in which leadership acts occur.
In constructing the study to identify leadership functions, there are numbers of possible
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ways of gathering information. These include, asking the leader what action they would 
take in each circumstance, or comparing the results of each leader against their 
subordinates.
This present research intends to discover what kind of situation the subordinates are most 
concerned about. That is, to identify leadership behaviours and leadership duties as seen 
through the eyes of subordinates. This is another possible means of recognizing the 
leadership functions. The result of this study should reveal certain information concerning 
subordinates thoughts about their superiors, which may or may not be in the same line 
with the results from the previous behavioural researches.
Hence, no matter what the result is, it is necessary to note that those types of leadership 
behaviour in a particular situation which the subordinate prefers, might not guarantee a 
better output from staff. This present research will only gain its information from the 
subordinate's point of view. In other words, this research aims to test out a new method 
of identifying leadership behaviours, and at the same time also recognising the working 
situation. In this case, the behaviour of the leader and the situation involved, are being 
revealed by groups of subordinates (please see chapter six: Methodology, for a discussion 
on the construction of the methodology).
2.5 The Impact of National Culture on Leadership Behaviours
Hofstede (1994) comments that every person carries within him or herself patterns of 
thinking, feeling, and potential acting which were learned throughout their lifetime. Much 
of it has been acquired in early childhood. A person's behaviour is only partially 
predetermined by his or her mental programmes. Culture is the core of these patterns of 
thinking, feeling and acting. Culture is learned, not inherited. The culture of a country is 
a set of likely reactions of citizens with a common mental programming. One person may 
react in one way (such as, feeling more nervous), etc. Such reactions need not to be found 
in all people, but are statistically more often in the same society. Therefore, there are
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differences in ways the leaders and their followers in each country think, feel, and act.
Much of research reviewed earlier was conducted within the USA and disregarded the 
impact of national culture on the behaviour of leaders-followers in different countries. 
However, a number of research projects have been conducted, which investigate the 
relationship between culture and the behaviour of a leader (Smith, 1993; Misumi, 1985; 
Sinha, 1980). They argue that leadership behaviour varies by each country. The following 
paragraphs will focus on the development of this type of study.
Studies based on personalistic approaches have provided conflicting results (Stogdill, 
1974). This is supported by Smith (1993) who suggests that although personality 
characteristics are an advantage, they are not necessarily sufficient on their own to create 
effective leadership. Therefore, the Personalistic Approach will not be covered in this 
discussion.
Instead, the following paragraphs will be devoted to the impact of national culture on 
leadership functions by considering the two approaches used in this study accordingly. 
Firstly, those adopting the "Behavioural approaches" - which examine observable 
behavioural patterns, and those adopting the '^Contingency approaches" - which focus on 
interaction effects between the leader and the environment.
Hui (1990) summarised the Behavioural Approach in two unrelated dimensions which 
were identified by researchers at the Ohio State University and the University of Michigan 
independently. One dimension is termed "person orientation" where a leader is friendly, 
supportive, concerned with subordinates' welfare and non-punitive. This leader also 
consults with subordinates, delegates responsibility and authority to them, establishes two- 
way communication, and represents their interests. The other dimension is "production 
orientation", It consists of planning, goal setting, giving explicit instructions, solving 
problems, co-ordinating subordinates' activities, evaluating subordinates, and emphasising 
production.
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As mentioned earlier, evidence supports the fact that subordinates are more satisfied with 
a "high-consideration" superior and more productive under a superior who is rated highly 
on the "Initiating Structure" (Stogdill and Coon, 1957; Likert 1961). However, data from 
Western studies suggest that the most desirable leader is a person who scores highly in 
both dimensions (Tjosvold, 1984).
In the East, much empirical research has emphasised the importance of being both a 
person oriented and production oriented leader. Sinha (1980) conducted a series of 
research studies on leadership in India, and concluded that the most effective leader is a 
"nurturant task leader", who is "active, strong, dominating, firm, independent, alert, 
encouraging and an extravert. A leader should be strict and able to complete the work. He 
is also democratic, respected, satisfying, secure and skillful." He argues that, in India, the 
most effective leader exhibits both person-oriented behaviour and production-oriented 
behaviour.
Furthermore, a programme of field and laboratory studies conducted in Japan by Musimi
(1985) and his colleagues, using the concept of Situational Leadership, has led to similar
conclusions. The "PM" concept of his work corresponds to the two dimensions described
above. "P leadership" concerns the actions which seek to solve problems or motivate the
achievement of group goals. "M leadership" consists of:
"actions oriented toward promoting and reinforcing the tendency toward 
seIf-presensation (of the group), directed toward dispelling excessive 
tensions that arise in interpersonal relations within a group or organisation, 
promoting the resolution o f conflict and strife, giving encouragement and 
support, providing an opportunity fo r  minority opinions to be expressed, 
inspiring personal need fulfillment and promoting an acceptance o f 
interdependence among group members".
(Misumi, 1985, p. 11)
On the basis of subordinates' rating on the two dimensions, Misumi categorised 
leaders/supervisors into one of four types: Pm, pM, PM, pm. There are variations in 
leadership behaviour among the four groups. Moreover, his study indicates that the PM 
leader, - who both prompts group achievement and maintains group solidarity, is
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consistently found to be the most effective (Misumi, 1985).
Another important approach used in describing a good leader, or more precisely, in 
attempting to discover what affects the behaviour and effectiveness of the leader, is the 
Contingency Approach. It focuses on the interactive effects between the leader, 
subordinate, and the environment of the organisation. It was proposed that the actual 
behaviour of the leader affects subordinates' behaviour, and the different styles of 
leadership which fit different settings, depend upon the situation (Fiedler, 1978; Rice, 
1978). In other words, the leader assesses the environment (both inside and outside the 
organisation) when deciding which way to act. House (1988) proposed that the key 
element in the leader's choice of style is their expectation about how others will respond 
to them. Smith and Peterson (1988) supported this idea, but highlighted that a coherent 
account of leadership requires an analysis of the manner in which two parties perceive and j 
interpret one another's actions, and the manner in which this leads to the influencing 
process.
Having reviewed those two approaches concerning leadership, it could be summarised that 
both the Behavioural Approach and the Contingency Approach bring about significant 
results in discovering the positive characteristics of leadership.
However, with reference to the appropriate leadership style in each cultural setting, their 
illustration is yet unclear. For this reason, more studies have been conducted focusing 
upon the generality of leadership style measured across culture (Smith et al., 1989; 1991). 
Smith (1989) also proposed that cross-cultural studies of leadership style have failed to 
distinguish adequately between global characterisations of style, and the specific 
behaviours which leaders need to use in a given culture, if a particular style is to be 
attributed to them.
By combining the two approaches mentioned. Behavioural and Contingency Approaches), 
Smith et al (1990) conducted studies focusing upon different measures of leadership style,
31
using methods developed from the work of Misumi (1985) and Sinha (1981). These were 
conducted in five countries - Japan, Hong Kong, USA, Britain and India. Smith referred 
to the comments of Smith and Peterson (1988) in the "Event Management Model", that 
in understanding leadership, one must make a clear distinction between general leader 
functions and the specific actions required to convey intended meaning in a given cultural 
setting. The paper therefore, aimed to explore which specific behaviours were most 
representative to leadership style in all countries, and which were relatively distinctive 
within each country.
The results show that the ’Maintenance” style is a core of specific behaviour in all five 
countries, which can be taken as representative of distinctively-labelled leadership styles.
However, "M" behaviour in the West (i.e. individualistic countries), is argued to be 
different from "M" behaviour in the East (i.e. collectivistic countries). For example, the 
behaviours linked to the "M" style in Britain (another fairly individualistic country, similar 
to the USA), are all directed more towards the task than towards group maintenance. In 
other words, it is thought to be appropriate for the supervisor to share information and be 
particularly open to suggestion for change. Conversely, in the collectivist countries, high 
"M" behaviours have closer links with group interaction, both in and out of working 
hours.
Additionally, although "Performance" style is also found in all countries, it is somehow 
seen as part of the core "Maintenance" behaviours. And again, in those collectivistic 
countries, the distinctive "P" behaviours focus more on collective interaction. The work 
of Smith et al (1989) could be used to suggest that within the Western data, behaviours 
which put pressure on subordinates feature more strongly in "P", than in the Eastern data. 
Instead, planning and goal facilitation are much stronger in the Eastern conception of "P", 
and "P" and "M" are therefore closer together ("PM"). This contrast fits in rather well 
with Hofstede's (1980, 1991) findings of individualist leadership values in Western 
countries and collectivist values in Eastern countries (please see chapter five: culture). 
Where individualist values prevail a leader's options may be expected to include the task
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of exerting direct pressure towards achieving a goal. Where collectivist values prevail, 
leadership is more likely to emphasise the reciprocal influence processes.
Therefore, the findings of Smith et al (1990) concluded that characterisations of 
performance and maintenance leadership style, have a similar structure in each culture. 
However, the specific behaviours associated with those styles differ markedly, in ways 
which are comprehensible within the cultural norms of each setting. Above all, this 
contrast between individualistic and collectivistic countries, explained why leadership 
research in the West can (depending on the work situation) identify the most favoured 
style of leadership; "P" and "M". While in other Eastern countries, the interrelatedness 
of the "PM", or mixed style, leads to different results.
When discussing management in different cultures. Smith (1991) argues that leaders M
achieve their influence through the interpretations which subordinates and others place '
upon their behaviours. Those managers operating in cultures other than their own, need 
to be more than usually aware of the meanings which may be placed on their actions by 
others. Consequently, organisations that provide more adequate preparation will handle' the r 
problem considerably better.  ^ t
Table 2.5 shows, in chronological order, a comparison between some of the main theories, 
as well as the principal issues which are relevant to this study. Thus, when regarding the 
functions of a leader, the majority acknowledge that leadership style should be situational. 
That is, appropriate to the time, place, culture and people involved.
Hui (1990) speculates that the most effective leader in the East is usually a person who 
scores highly on both maintenance and initiating structure. This could be based on a few 
reasons that are of particular significance to the Oriental culture. First, this type of leader 
gives the subordinates a feeling that they belong to his or her in-group. The same feeling 
may also emerge within the leader himself, after acting benevolently toward subordinates. 
The resulting sense of solidarity fosters team spirit, mutual understanding and co-operation
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on the one hand, and discourages disputes and sabotage on the other. In short, a "nurturant 
leader" can realise all the potential strength of closely knit in-group.
Secondly, high productivity in terms of goal accomplishment, is more likely under a 
leader who scores highly on initiating structure than a leader who scores lower and is 
perceived to be beneficial to the entire group. This production-oriented leader is seen as 
instrumental to the subordinates' provision for others for whom they are concerned (e.g. 
family members), about whom they are very much concerned. Yet another reason lies in 
the collectivists' special psychological needs. Hui and Villareal (1989) found that 
collectivist needs are more likely to be satisfied by a nurturing leader, than by somebody 
who is less "people oriented". A nurturing leader, therefore, receives a warmer welcome.
2.6 Conclusion
In this chapter, the definitions of leadership have been discussed, and the distinctions 
between leadership and management have also been clarified. Additionally, there were 
discussions about all three important approaches in the leadership study, regarding their 
weaknesses and strengths. The Charismatic Approach argues that leadership is inherent. 
The Behavioural Approach suggests that people can be trained to become leaders and 
must be able to handle two leadership dimensions (task oriented and people oriented) 
efficiently. The Contingency Approach suggests that a leader assesses the environment 
(both inside and outside the organisation) when deciding how to act.
Additionally, a national culture, which refers to a collective mental programming that 
people in each country have in common, plays an important part in shaping the behaviour 
and decisions of leaders in different countries. Above all, the idea of combining the 
Behavioural approach and Contingency approach together, suggests a possible means of 
defining the appropriate style of leadership in the working place. The next chapter will 
provide an understanding about the roles of supervisors in the organisation, as well as the 
nature of restaurant service.
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Chapter Three The Role and Duty of Restaurant Service Supervisors
This chapter aims to introduce the reader to the necessary information about supervisors 
themselves, their relationships with operative staff, as well as their restaurant working 
environments. The chapter is divided into two main sections. Firstly, the role of 
supervisors and their duties in the organisation will be reviewed. This will be followed 
by the discussion on leadership at the supervisory level, as well as its relevant studies. In 
the second section, the nature of the restaurant service and its components and job 
descriptions will be illustrated.
Nevertheless, before the discussion about the duties of a supervisor is commenced, it is 
important to mention that the aim of this research is to look at leadership at the 
supervisory level in a service setting. Very little research has been carried out within this 
area. Generally, much of the existing material consists of comments from writers with 
practical experience. Hence, their comments are prescriptive rather than research based. 
Most work that has been done on supervisors is American, and describes how a person 
should supervise.
There is hardly any research based literature which can be reviewed on the duties of 
supervisors, as well as on the topic of leadership at the supervisory level. This chapter will 
therefore review existing non-research based descriptions of the work of the supervisor. 
It is hoped that some information from this research could therefore to be used as a 
guideline for future research in the area of leadership at supervisory level.
3.1 The Role of Supervisor
The supervisor is a member of the first line of management, responsible for a work group 
reporting to a higher level of management. Supervisors are part of the organisation's 
management team. They control the activities of others and they have the responsibility 
to carry out management's policies and intentions, by leading the group that is in their
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charge. The supervisor, to other members of the team, is the only member of management 
who is significant. The attitude of team members towards the organisation, and the 
contribution they are prepared to make to it, depend very much on the way the supervisor 
performs his/her job.
In fact, the success or failure of an organisation depends upon each supervisor and his/her 
team, making a positive contribution. Hence, no two supervisory jobs are similar. Two 
apparently similar supervisory jobs may in fact be very different, depending on such 
factors as status, company size, etc. To clarify the definitions of a supervisor, the 
similarities and differences between supervisors and managers will therefore be reviewed.
Betts (1993) suggests that the similarities between a supervisor and manager are as 
follows. Firstly, they are responsible for the work of other people. Secondly, they use 
similar principles, practices and techniques (managerial knowledge or science) and develop 
an art (the "know-how") to achieve results. Thirdly, some roles coincide, typically 
leadership, liaison work, various communication activities, handling disturbances and 
negotiating. Finally, they conform to loose definitions of management, such as the art of 
dealing with people, the art of getting things done through others, and forecasting, planing, 
organising, commanding, co-ordinating and controlling.
In contrast, the differences are as follows. Firstly, additional managerial roles are mainly 
figurehead, entrepreneur, resource allocator and provider of technological expertise. Next, 
managers are involved in long-term direction and control of employees as well as short­
term activities. Thirdly, managers conform to comprehensive definitions emphasising 
policy, strategy, entrepreneurial activities, overall direction and control and technological 
and specialist expertise. And last but not least, managers make strategic and tactical 
decisions at senior and middle management levels respectively, while supervisors make 
operational decisions.
Bittel and Newstrom (1990) comment that supervisors have the responsibility of getting
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the "hands-on-the-work" employees to carry out the plans and the policies set by 
executives and middle managers. Supervisors plan, motivate, direct, and control the work 
of non-managerial employees at the operational level of the organisation. Chen and Paik 
(1995) further state that a supervisor monitors the worker's effort and reports to the higher 
level management, and the manager then evaluates the worker based on the supervisor's 
report.
Hence, in motivating the staff, supervisors are the key personnel to provide important 
information about staff motivation to the organisation. Since employees will view work 
in different ways, and although some techniques to encourage effort will be effective with 
some employees, it is unlikely that they will work on all of them or indeed on the same 
employees at different times. Therefore that which is considered rewarding for one 
employee may not be rewarding for another. As the supervisor works so closely with the 
staff he/she has a chance to observe the psychological expectation of staff (Vroom, 1964; 
Porter and Lawer, 1968). The management can therefore use this information which the 
supervisor supplies to design the appropriate pattern of staff motivation, which will then 
lead to a higher quality of work from staff.
Regarding the importance of the supervisor to the organisation, Harrison (1994) points out 
that the lack of supervisory involvement in developing the organisation will create many 
negative results, such as competition for available work, upper management myopia, and 
the misperception that managers make the best operating decisions. Harrison further 
suggests that there are two ways in which managers can improve the involvement of 
supervisors. First, is the involvement in day-to-day decision making and problem-solving. 
Second, is to involve supervisors in planning for and carrying out the move to a high- 
involvement culture.
In the selection of a supervisor, each management team's opinions on the type of 
supervisor, and their methods of selection vary. Typically, most supervisors are promoted 
from the ranks of the organisation in which they serve. They are generally long-service
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employees. They have greater experience, have held a variety of jobs in the organisation, 
and have significantly more education than the employees they supervise. Brubaker (1994) 
and Northrup et al (1978) conclude that it is usual for supervisors to be chosen from 
amongst the best and most experienced employees in the organisation. Allowing a person 
to work his or her way up the pyramid of promotion, will give that employee the 
knowledge to run a unit effectively and successfully (figure 3.1).
Hence, at this point, a person who is made a supervisor crosses over from one style of 
thought to another. As an employee, one's concerns are with self-satisfaction, in terms of 
pay and the work itself. As a manager, this same person is expected to place the 
organisation's goals above all other job-related concerns. This means that a supervisor is 
concerned firstly about meeting quotas, quality, and cost standards, secondly about the 
employees who do the work, and lastly about himself or herself. Consequently, the 
supervisor takes pressure from both sides: the pressure from managers above and from 
employees below. Thus, supervisors provide the vital link between management goals and 
meaningful employee effort.
Kumagai and Kleiner (1995) suggest ways for a new supervisor to move into management 
with ease, and the means by which to gain confidence in a new position (as shown in 
table 3.1.2). They comment that becoming a supervisor is not an easy transition - and 
becoming a supervisor without any training is even more difficult. Moving into a 
supervisory position without any training can lead to a great deal of learning by trial and 
error, which can be very frustrating. Yet supervision can be a very rewarding experience. 
It is the first step up the corporate ladder. With every new promotion comes the 
commitment to improve oneself.
Bielous (1994) discusses that there are five common mistakes that usually occur during 
the transition from worker to supervisor. They are all deal with the new supervisor:
1) too eager to please,
2) does not keep promises,
3) .pointing fingers, enjoys giving out order
39
E xecutives
Figure 3.1. Pyramid of promotion
Table 3.1.2 Some ways in which for a new supervisor can move into management
1) Establish a positive relationship with employees
2) Let go of old job
3) Set a good example
4) Perform the job with genuineness
5) Give recognition to employees
6) Support employees
7) Be a leader
Adapted from Kumagai and Kleniner (1995): Work Study [WST], Vol:44 Iss 1, 
Jan/Feb 1995, p.8-10
4) doing other employees work, and
5) favoritism.
Making a successful transition from worker to supervisor is an exciting and challenging 
situation. Recognising the pitfalls and working to avoid them, will therefore reduce the 
likelihood of serious trouble or plain failure.
In addition, Sasser (1980) argues that there are several of problems confronting the first- 
level supervisor. Firstly, supervisors' age and training are often closer to the work force 
they supervise, than the group with whom they are supposed to identify; namely 
management. Secondly, supervisors are separate from the work force, but depend heavily 
on its co-operation. Thirdly, supervisors are the first level of management, but have little 
real authority. Next, supervisors are expected to maintain high morale, but spend most of 
their time checking their subordinates' standards of performance, or being involved in 
administrative details. And last but not least, supervisors are not involved in management 
policy-making but are expected to meet it s demands and defend against criticism.
3.2 The Duty of Supervisor
No one knows for certain what the main job competencies of supervisors really are. 
However, there are a number of regularly performed duties, or requirements of the 
supervisory job which an expert can identify. From these duties, the required competencies 
can be inferred. Macdonald (1982) suggests a list of skills that supervisors must acquire 
if they are to be effective at work. This list is generally regarded as applicable to almost 
any supervisor. He also added that "the list may seem formidable, but most of the talents 
it requires can be acquired by supervisors who learn from their experience and take 
advantage of training and developmental opportunities offered by their employers" (Table
3.2 shows Principal Duties of First Level Supervisors).
Regarding the skills needed to be developed, Bittle and Newstrom (1990) define skill as 
the capability to perform job-related actions, by blending relevant knowledge and physical
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Table 3.2 Principal Duties of First Level Supervisors
(Ranked according to the time required)
1) Controlling the work
2) Problem solving and decision making
3) Planning the work
4) Informal oral communication
5) Communication, general
6) Providing performance feedback to employees
7) Training, coaching, developing subordinates
8) Providing written communications and documentation
9) Creating and maintaining a motivating atmosphere
10) Personal time management
11) Meeting and conferences
12) Self-development activities
13) Career counselling of subordinates
14) Representing the company to the community
Adapted from Macdonald (1982): Performance Based Supervisory Development: Adapted 
from a Major AT&T Study, Human Resources Development Press, Amherat, Mass., p.20
or perceptual ability. Indeed, supervisors could strengthen their contribution to the 
management process by developing their technical, conceptual, administrative, and human 
relations skills (Hilgert and Haimann, 1991). Technical skills ascribe the job know-how; 
knowledge of the industry and its particular processes, machinery and problems. 
Conceptual skills relate to corporate and organisational planning and policy systems. 
Administrative skills associate with the knowledge of the entire organisation and how it 
is coordinated, knowledge of its information and records system, and an ability to plan 
and control work. Lastly, Human relations skills, compounded with knowledge of human 
behaviour and an ability to work effectively (communicate) with individuals, groups-peers 
and superiors as well as subordinates. The principal duty of the supervisor is to apply all 
these skills in order to control staff, including the training of new staff, coaching and 
appraisal them.
As in any working situation, when exercising any of the skills mentioned, a supervisor 
must communicate with both his/her boss and subordinates. Baskin and Aronoff (1980) 
define communication as the exchange of messages between persons, for the purpose of 
constructing common meanings. Shannon and Weaver (1948) summarise the 
communication process into three steps: encoding information into a message, transmitting 
the message by some medium, and decoding the information from the message.
Birkland (1994) comments that effective communication among employees, on all levels, 
is the backbone of a good business. In many cases, for communication to be as effective 
as possible, both oral and written methods should be combined in some way, such as a 
verbal exposition supported later by a handout, as in a company training session. This 
combination recognises the fact that memory retention of verbal communication is limited, 
hence, the nature of the work of a supervisor, which allows for close contact between 
supervisor and his/her subordinates. Supervisors therefore also use non-verbal 
communication: the ability to convey information and feelings through the use of body 
language (which is in fact similar to the process of two people communicating with each 
others), when communicating with staff.
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Regarding the communication at the organisation level, Chung and Megginson (1981) 
have outlined a number of suggestions for improving the effectiveness of organisational 
communication. They are: the use of appropriate language, the practice of empathie 
communication, encouraging feedback, developing a climate of trust, using appropriate 
media, encouraging effective listening, and ensuring that formal communication efforts are 
in unison with overall corporate strategy.
However, successful communication in the organisation is basically embodied from 
thriving interpersonal communication among employees, fellow supervisors and managers. 
This duty is the essential part of the supervisor's job. Good communication skills are 
therefore an indispensable requirement for people who work in the supervisory position. 
A good supervisor should mix easily with people, by understanding them and using clear 
and constructive methods of handling everyday problems. He/she may not always be more 
skillful or more intelligent than subordinates, but he/she appreciates his/her own technical 
and human limitations. He/she should also recognise his/her responsibilities and use 
his/her authority in a fair and impartial manner.
With reference to the relationship between a supervisor and his/her subordinates, LeVine 
(1994) comments that supervisors must learn that their first priority is to give the people 
they supervise the positive attention they need. Dwyer (1994) supports this idea by stating 
that most companies acknowledge that supervisors will be increasingly responsible for 
developing the skills of those they supervise. Typically, the relationship between 
supervisors and their subordinates are like a "coach/member of the team" type, which 
allows for regular contact between supervisor and staff. Yet each supervisor has his/her 
own personal style (depending on his/her behaviour) in which to approach or contact 
his/her staff. Some may have more contact with staff than another colleague. In spite of 
this, there are times when a supervisor has close contact with staff. These situations are; 
staff orientation, training/coaching, delegating work and staff appraisal.
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3.2.1 Staff Orientation
As far as job orientation is concerned, it is the duty of supervisors to help new staff to 
develop certain skills and knowledge about the job. Indeed, a supervisor should help staff 
to understand about the job content as well as its context. From this work orientation, the 
staff will know what is expected of them, and the appropriate skills and abilities they are 
required to possess.
3.2.2 Training and Coaching
A supervisor has a responsibility for staff training. This does not apply only to the training 
of new staff in specific skills, but also of the existing staff whose jobs are to be expanded, 
or who should become more efficient and productive. In other words, if there is a gap 
between the required subordinate's performance and the actual performance, then it is the 
responsibility of the supervisor to ensure that this gap is closed through training and 
coaching. Hence, Rose (1995) questions the issue of whether the supervisor's teaching is 
as effective as it could be and whether the person unclear supervision is taught to be a 
better practitioner.
Broadwell (1995) observes that the most frequently used method of training is observing 
someone else do the job and asking questions. If new employees learn from the older, 
experienced employees, certainly they will learn something, much of which is correct, but 
they will also learn some errors or shortcuts that aren't approved or correct. Moreover, 
poorly trained employees quickly lose interest and become unmotivated.
Critten (1993) proposed the key skills which are likely to be covered in any course on 
one-to-one training or coaching. (Figure 3.2.2 Checklist for Good Instructional practice). 
However, the skills listed in figure 3.2.2; "supervisor as an instructor", tend to apply to 
one-to-one instruction, such as a supervisor explaining to a subordinate the functioning 
of a particular machine. When it comes to a group undergoing training and development.
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Table 3.2.2 Checklist for Good Instructional Practice
A) Acquiring learner's attention
1) Explain clearly what has to be done
2) Give reason for completing task
3) Make task interesting
B) Introducing task
1) Demonstrate complete task
2) Explain what has to be done and why
C) Breakdown of task
1) Breakdown task step-by-step to suit task and learner's ability
2) Check understanding at each stage and give feedback as necessary
3) Give positive feedback and encouragement at each stage
D) Consolidation
1) Summarise at end and check understanding
E) Check
1) Allow each trainee to complete whole task at end
2) Give feedback on how well learner has performed
3) Point out faults and give coaching as appropriate
Adapted from Critten (1993): Investing in people towards Corporate capability, P.96
a much wider repertoire of skills is needed on the part of the trainer or developer (Critten, 
1993).
He further highlights the importance of on-the-job training: the training that can be 
implemented at the job site, where a supervisor plays a vital part. He summaries the 
process of the training as follows:
1) Demonstrate the process (showing and telling).
2) Have the employee explain the process to the supervisor 
(while supervisor does the task).
3) Have the employee carry out the process (showing and telling the supervisor).
In reality, the process could be summarised as follows. In the same position which the 
employee will be in when working alone, and with the employee beside or slightly behind, 
the supervisor demonstrates the operation, simultaneously explaining the employee what 
they are doing. Then they should carry out the operation again. This time allowing the 
employee to tell the supervisor what he/she should do before he/she does it. The final step 
is to allow the employee to go through the operation, but to explain each step to the 
supervisor before doing it.
Indeed, this type of training seems to be the most appropriate method of training for staff 
in the hotel and restaurant industries, as the nature of the service is intangible and is 
consumed at the time it is produced. This training also seems to be useful when training 
the staff in the kitchen, as learning of "how to" cook requires a clear demonstration.
3.2.3 Delegation of Work
Supervisors also need to be able to delegate work They may not delegate however for 
several reasons, such as a lack of trust in subordinates, the feeling that they can do tasks 
better, new/old employees not being fully trained, a need to dominate, and/or fear that 
their bosses will think they are lazy. Pulich (1995) suggests that to delegate properly, 
supervisors should firstly, ensure that all employees are properly trained; secondly, ignore 
whining; thirdly, establish deadlines; and fourthly, schedule follow up meetings. In fifth
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place is effective communication; and finally, the use of discipline.
Hence, a supervisor should distribute work to each member of staff in the right 
proportions. With reference to the problem concerning work load, Rauktis and Koeske 
(1994) present the following result from their research. Although supervisors' emotional 
support for staff was expected to moderate the negative relationship between work load 
and satisfaction, there may be an important limiting condition to supervisory effectiveness. 
This means that even highly supportive supervision cannot overcome a work environment 
characterized by excessive work demands. Thus supervisory awareness of the work 
demands, is closely related to employee morale.
3.2.4 Staff Appraisal
As part of the development of staff, staff appraisal is essential as it gives the employee 
a clear indication of his/her progress and performance, as well as encouragement and 
assessment of the results of training. The employee will need to know whom they are 
responsible for, what is expected from them, the boundaries of their job and the rules and 
standards involved. Indeed, in many cases they need a clear idea of their promotion 
prospects and the essential promotion requirements, such as further study, transfers, 
mobility and scope. Equally, a supervisor will also be able to obtain useful feedback 
information on performance, from staff appraisal, so that the appropriate step will be 
taken. Nonetheless, supervisors must also understand the feelings and frustrations of staff 
about favouritism and indications of unfair treatment, in appraisals. This frustration 
naturally causes unrest and discontent.
Obviously, a supervisor is always regarded as the head of the team. Ransey (1995) 
maintains that a supervisor should be able to handle staffs emotional problems. He argues 
that supervisors need to learn how to deal with staffs depression at work. This illness robs 
thousands of employees of their will and capability to work and costs employers millions 
in sick leave, medical expenses, counselling, medications and production losses. The most
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significant way a supervisor can help a depression sufferer, is to urge them to talk about 
their feelings - preferably with a trained health professional. The worst thing that can 
happen is for the individual to suffer in isolation.
Covey (1994) discusses that emotional maturity is a foundation for all relationships. 
Emotional maturity is the ability to express feelings and convictions with courage, and 
with consideration for the feelings and convictions of others. It is important to develop 
people and build a team, which will lead to an increase of production capability. The 
emotional maturity of a supervisor leads to employees' positive emotion. Staw et al. 
(1994) proposes that feeling and expressing positive emotions on the job, has favourable 
consequences on the relationships amongst employees. The result from their research 
indicates that positive emotion on the job is associated with the evidence of work 
achievement (a favourable supervisor, evaluations and higher pay), and a supportive social 
context (more support from supervisors and co-workers).
In contrast, the findings from O'Driscoll and Beerhr (1994) suggest that supervisors can 
influence the degree of role stress and uncertainty which their subordinates experience, 
which in turn may affect levels of satisfaction, strain, and turnover intentions.
On account of conflict between supervisor and his/her subordinates, Lissy (1994) 
comments that violence against a supervisor is found to be a serious offence, justifying 
major discipline. However, supervisors should be careful not to harass an employee into 
wrongful conduct. Otherwise, an arbitrator might hold the supervisor party responsible for 
the wrongful conduct, and mitigate the discipline imposed.
The above paragraphs discuss the general duty of a supervisor. Hence, it could be 
summarised that the major key to the success of a supervisor lies in effective 
communication (human relations) skills. The importance is not placed on "what" 
supervisors do, but rather "how" they do it. For instance, the ways in which to give an 
instruction to staff in training, or how to comfort staff when they are depressed. Indeed,
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supervisors have to practice their interpersonal skills as a main component of their work. 
For example, a supervisor should be able to get an employee, who has strong expressed 
a view, and in doing so, has made his/her co-workers uncomfortable, to tone down their 
behaviour. In doing so the supervisor is likely to relieve the tension that the employee has 
caused.
Rice (1994) argues that the work in departments in which supervisors and their 
subordinates have established a relationship will normally run smoothly, because 
supervisors and their staff can build on their foundation of trust during difficult situations. 
Indeed, since the supervisor is responsible for the communication with his/her own unit, 
he/she should look at the patterns of communication between his/herself and his/her 
employees. Hull (1994) further comments that a supervisor should use normal, open 
channels to communicate with employees, instead of using the "grapevine” type of 
communication, which is dangerous in the extreme.
3.3 Leadership at Supervisoiy Level
Given the opportunity and the right conditions, the leader can push people beyond their 
normal capabilities towards a higher level of effectiveness, with greater work satisfaction. 
Hence, a leader needs to acquire the ability to sell him/herself and ideas internally, which 
can make obtaining the resources and support needed to get things done much easier. 
These statements can obviously reflect some of the characteristics of a supervisor’s job: 
what a supervisor undoubtlessly needs is the acceptance from his/her subordinates, which 
will then lead to the support and loyalty from staff.
The job of supervisors, as one would see, is to achieve results through the people beneath 
them. Yet, a supervisor should aim to make full use of staffs strengths, skills, 
inventiveness and other abilities they may have. In order to get the best out of each 
subordinate, the supervisor has to develop one's own ability to lead other people. In 
essence, one's effectiveness as a leader depends on one's ability to influence and be
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influenced by one's teams, and the individuals who make up those teams, so that all 
concerned can be involved in carrying out a common task. The supervisor has to ensure 
that the required tasks are completed satisfactorily, whilst supervising his/her team, so that 
teamwork and team identity are maintained and developed.
At the same time each person in the team should indeed be recognised as an individual, 
who has needs, hopes, ideas and so on, which must be realised if the individual is going 
to be effective. If one concentrates too much on achieving the task whatever the cost, then 
sooner or later the team will start to disintegrate. If the supervisor fail to recognize 
individual needs he/she will inevitably fail to spot the problem, which means that soon 
he/she will have a larger problem and again; the team will disintegrate.
In reality, supervisors need shrewdness, judgement and an acute mind, with plenty of 
common sense. They must be quick-witted, able to distinguish between major and minor 
problems and apportion sufficient time to deal with each problem. They must understand 
clearly the many and varied written and spoken instructions and be able to pass on 
information clearly to a number of different types of subordinates.
Adair (1988) commented that a successful supervisor should balance his duties among 
three main areas. These are, task needs, team needs and individual needs. That is, a 
supervisor should understand how the task fits in with the objective of the organisation, 
and then plan how the task will be accomplished. He/she also has to recognise the 
strengths, resources and weaknesses of his/her team. Lastly, he/she has to know how to 
motivate staff and make sure that each individual in the team has sufficient scope, so that 
they can satisfy their work aspiration. Indeed, the most difficult part of a supervisor's job 
is to provide the right atmosphere and opportunities, so that each of the individuals in the 
team can achieve job-satisfaction.
One of the key factors to the success of a supervisor, according to Weiss (1995), is 
employees' support. A supervisor can gain employees' support by making them feel they
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are important to the department and to the company. Individuals will back organisations 
in which they feel they truly belong. Personal loyalty usually evolves from being fair and 
honest with workers, treating them as equals, and offering to help them with their 
problems. In contrast, supervisor's insensitivity about the feeling of his/her subordinates 
will result in staff insecurity (Fried, 1994).
From above comments, there is an interesting comparison which could be made. The 
concept of the work of a supervisor could be compared with the concept of a 
transformational leader (Smith et al, 1994; Hater and Bass, 1988). Both concepts deal with 
how a person can influence another's perception. A supervisor works through the co­
operation of his/her working subordinates to reach the goal, while the transformational 
leader uses communication effectiveness to gain staffs inspiration.
Regarding the nature of supervisory work, a supervisor has a chance to work face-to-face 
with the staff. At the same time each person in the team could indeed be, recognised as 
an individual. This close contact allows for an "inspired" type of management. In contrast, 
a supervisor can negatively influence his/her staff or force them to comply with his/her 
command. Regrettably, researches in the area of charismatic leadership, fail to provide 
comprehensive understanding about how this process works (please refer back to chapter 
two).
However, it could be possible to look at supervisory leadership from the two aspects of 
"Behavioural Approach" and "Situational Approach". It is argued that a leader has to 
operate between two leadership dimensions: task oriented (performance oriented) and 
relationship oriented (maintenance oriented). The circumstances when each leadership act 
occur need to be taken into account, because each situation needs to be dealt with 
differently.
Yet a supervisor, whilst working with his/her subordinates, always uses verbal and his/her 
body language no matter what dimension he/she is employing. This is identical to the
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interactive process between persons. Although the purpose of communication is to get the 
work done, in reality it is the process of one person asking, or giving an order to other 
person, to do whatever he/she wants. Orpen (1994) suggests that it is wiser for supervisors 
to use other forms of influence, not so directly connected to the formal authority of their 
positions and of a more psychological kind.
Based on the assumption that good quality of work depends partially on good personal 
relationships between supervisor and subordinates, this research attempts to identify the 
core of good communication skills of supervisors, as seen through the eyes of operative 
staff. This is because the work of supervisors depends very much on the co-operation from 
their subordinates, and good interpersonal relationship is thought to be the key to 
successful coordinations.
Thus, one hypothesis of this research is to investigate the claim that operative staff prefer 
their supervisors to emphasise maintenance oriented behaviours rather than performance 
oriented behaviours. Apart from the fact that, hardly any research has been developed 
concerning appropriate leadership style at the supervisory level.
Thus, the assumption that supervisors are likely to operate higher on the relationship 
oriented dimension seems to be supported by many studies concerning the "duty" of a 
supervisor. Most comments concerning the "supervisor" provide guidelines on how to 
solve problems when dealing with each "difficult" individual. Some comments given are 
examples of how a supervisor should behave in each circumstance. For instance, how to 
get employees to recognise and accept their actions. The solution is that supervisors 
should sit down in a private place and ask for a description of the situation (Davidhizar, 
1995). Or, what should a supervisor do with an employee who furnishes negative 
information to a supervisor concerning the behaviour of fellow employees (Calzaretta, 
1995). Many studies also tell supervisors how to act when dealing with staffs anger, 
sadness or depression at work (Ramsey, 1995; Covey, 1994).
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There has been little research into leadership style in service related organisations, where 
the pressure of concealing and suppressing one's own emotion in order to create a smooth 
and pleasant experience for the client, is intense.
Most of the studies try to tell supervisors "what to do" and "how it should be done". This 
research, however, believes that leadership at the supervisory level could be understood 
systematically and categorized into rightful groups, according to the necessary skills 
required (technical, administrative, conceptual and human relations skills). Commentary 
collected from staff should therefore provide fundamental information in identifying 
sensitive areas in the relationship between a supervisor and his/her subordinates. This will 
later be beneficial to the development of the study about supervisory leadership.
In summary, this section has established the role of a supervisor in the organisation, the .) 
duty and functions of a supervisor and the relationships between supervisors and their i 
subordinates. The next section will deal with the description of the working environment 
of the restaurant service supervisors. This will provide a clearer understanding about the 
technical job functions of restaurant service supervisors, as well as the kitchen supervisors. f
3.4 Introduction to the Restaurant Service
This section is composed of two parts, firstly, the nature of service, as well as the 
restaurant service environment will be reviewed. Secondly, the production of food will be 
examined. Moreover, the comparison between the work of the front of the house 
(restaurant service) and the back of the house (kitchen) will be illustrated respectively.
3.5 The Restaurant Business
Restaurants provide both a product and service. A physical product, once in the possession 
of a consumer, is used without the need for continued participation on the part of the 
business that provided the product. The physical aspects of a restaurant do contribute to
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its ability to provide service. A restaurant's location, decoration, as well as the food are 
physically parts of the "services" that the restaurant provide. Obviously, before customers 
arrive at a catering facility for a meal, they may already have decided on the type of meal 
they want, or feel would be most suitable for that particular occasion. Davis and Stone 
(1994) comment that customers will choose the facility they consider satisfies all or most 
of their requirements. The general factors affecting a customer's choice of meal experience 
include the following; social occasion, business reason, convenience and time, atmosphere 
and service, price, and the menu.
However, the physical product is incapable of providing for the needs of its guests without 
the ongoing and active participation of the restaurant's staff. It is clear that the product a 
restaurant sells is a combination of its physical facility and its staff services, each of 
which is essential and indispensable to the guest.
With regard to the type of jobs in the restaurant service, it refers to two main groups. The 
first group is the "front of the house" group, where staff have direct contact with the 
customer. The "back of the house" play a supportive role to the first group, by providing 
the tangible part of the service, such as food and beverages. The following paragraphs will 
deal with the nature of the work of both groups, respectively.
3.5.1 The Nature of Service
Customers are not merely buyers. This is particularly true for the service industries, which 
are well known for the general characteristic of having both production and consumption 
taking place at the same time. Customers are often physically present as the service is 
offered. This simply brings employees close to the customer both physically and 
psychologically. It is thus no surprise to learn that work in a service-related society is a 
"game between persons" (Bowen 1986,p.373). Service may also be defined as:
"the organised system o f apparatus, appliances and/or 
employees, fo r  supplying some acconunodation and activities
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required by the public".
Sasser, Olsen and W yckoff (1978), p. 08
At this point, it would be appropriate to take a closer look at the nature of service. 
Gronroos (1988) suggests that there are four basic characteristics that can be identified for 
most services. Firstly, service is more or less intangible. Secondly, service includes 
activities or a series of activities rather than things. Thirdly, service is to some extent 
produced and consumed simultaneously, and finally, the consumer plays some part in the 
production process to some extent. King (1984) defines service as intangible, perishable, 
complex, immediate and amorphous. From all these literary based definitions on service,
it would seem that service can be defined as; perishable and intangible, with production
and consumption occurring simultaneously.
Services are perishable in nature and, unlike manufactured goods are consumed in the 
process of their production. The consumer cannot take away the service from the place 
of production, but can carry home or continue to process the "effect" of a service. An 
example here would be a guest having meal in a hotel restaurant. He/she would feel 
satisfied with the taste and content of the meal (product), and the manner in which he was 
served the meal, the smile and attentiveness of the staff, etc (service). However, he would 
not be able to take the waiter and service with him when he left, but would be able to 
take the pleasant memory of the service with him.
Czepiel et al.(1985,p.l 1) argued that a service can be divided into two elements as 
follows;
1) the actual functional service itself, and
2) the manner in which the service is performed or delivered.
Whilst the first element relates to the utility purpose of buying a service, the second 
brings us to a more abstract level. It refers to that very basic human element present in 
all "people" industries. This view of service reprises the two basic dimensions of service 
presented by Gronroos (1984, p.39). These are:
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1) the technical quality, which is mainly concerned with "what" the 
consumer gets.
2) the functional quality, which regards "how" the customer gets the 
service.
Whereas the technical quality is seen to correspond to the element of "actual functional 
service" in Czepiel et al.'s term, the functional quality is synonymous with the manner 
aspect mentioned. In short, more frequent and intense on-site interactions are seen to be 
going on between employees and customers, besides the actual production of the physical 
commodity itself. Consequently, it could be described that service has a strong effect on 
making the purchase and consumption o f goods more pleasant/unpleasant. Therefore, it 
is indeed the service that will differentiate one company from another, particularly in the 
hotel and catering industry, where the sale of physical goods cannot be easily 
differentiated.
3.5.2 The Nature of the Work of the Front of the House Staff
Hotels and restaurants are always described as "people intensive" businesses. Indeed, 
businesses exist to satisfy customer needs. This cannot be done properly without a clear 
understanding of these needs (Barrington and Olsen, 1987). In restaurant service, there is 
one rule that every staff should recognise. That is, different types of guests have different 
needs; sometimes these differences are minor, sometimes great. For example, some guests 
are experienced diners who have visited the restaurant many times. Other guests visit 
infrequently, or it might be their first time of trying the service. Some require only a 
simple service while others need to further attention. Hence, some guests are extremely 
demanding while others are not. Whatever the case, an understanding of guests' needs is 
the top priority.
Service staff, therefore, should be able to cope with the demand of their clients. 
Understanding guests' needs and reacting quickly to their problems, is one of the keys to 
effective restaurant service. Most of the time, staff have to make their own decision about
58
how to deal with the need of the customer, as managers or supervisors are usually not 
present when employees are serving guests. In other words, most employee-guest 
encounters in the restaurant are unsupervised by the management. The sheer number of 
encounters between employee and guest make close supervision impossible. Thus, the 
employee is often on his or her own when serving a guest, and the quality of the guest 
encounter depends entirely on the training, attitude, and judgement of the employee.
According to Hilgert and Haimann (1991), a supervisor should possess four types of skills: 
technical, conceptual, administrative, and human relations skills. Hence, there is major 
difference between general supervisors and restaurant supervisors: in the case of a 
restaurant supervisor, the technical skills, knowledge of the industry and its particular 
processes, refer to both the technical (such as how to set the table, or how the serve wine) 
and the human relations functions (how to greet the customer) of the job.
This means that a supervisor has to extend his/her human relations skills (the knowledge 
of human behaviour and an ability to work effectively (communicate) with individuals and 
groups-peers and superiors as well as subordinates), to the customer as well. The nature 
of the role of service staff is to interact with their customer during the service encounter 
(Czepiel et al, 1985). Moreover, the supervisor in the restaurant must ensure that staff are 
capable of dealing with the guest's requirements. In other words, supervisors must train 
staff in order to prepare them to cope with the different demands of customers.
In addition, it is also likely that conflict between staff and customer will occur. When a 
conflict extends beyond the capability of servicing staff member, a supervisor must be 
able to use his/her skills to intervene and solve the conflict, while still being able to 
satisfy both customers and staff. This is because the situation will always favour the 
customer, no matter whether he/she is right or wrong. The customer is likely to get what 
he/she wants in the end. That is, a supervisor should also be able to handle the emotional, 
job-related stress of the staff (this topic of "emotion" as well as "emotional labour" 
[Hochschild, 1983] will be discussed in the next chapter).
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In summary, the skills with which each employee-guest encounter is handled truly 
determines a restaurant's effectiveness. Since employee - guest encounters are not usually 
monitored, it is all the more important that the restaurant's staff are properly trained and 
motivated so that these moments of truth are properly carried out.
3.5.3 The Production of Food and Beverage
As the scope of this study focuses on a restaurant environment, it would also be beneficial 
to explore and examine the process of the food and beverage production. Each restaurant 
consists of a service operation (which would be performed by a waiter/waitress) and a 
production unit (which would be produced by kitchen staff) sharing the same site. The 
service operation has already been discussed in the previous section. This section therefore 
aims to provide a brief description of what occurs in the "back of the house" part of the 
restaurant.
The work of Davis and Stone (1994) best illustrates the issue of food and beverage 
production. They commented that the process of food service will occur after the process 
of food production. Food production may be defined as a phase of the food flow (from 
buying in foods to serving the customer), which is mainly concerned with the processing 
of raw, semi-prepared, or prepared food stuff. The resulting product may be in a ready to 
serve state, for example in the conventional method (cook-serve); or it may undergo some 
form of preservation, for example cook-chill or cook-freeze, before being served to the 
customer.
Beverage production, too, may be defined as the processing of raw, semi-prepared, or 
prepared beverage product, so that it is in a ready to serve state before being served to the 
customer. For example, a raw beverage product such as tea would need to be fully 
processed before being served, a semi-prepared product such as cordial would require only 
partial preparation, and a bottled fruit juice or bottle of wine may be termed as a fully 
prepared beverage product. The fine dividing line between food and beverage production
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and food and beverage service is not always distinguishable. Besides, the presentation of 
the food enhances the product offered. This is particularly important at all levels of 
catering, where the visual presentation of the meal is very much a part of the total 
experience.
The point at which food production ends, and service begins, is often difficult to define. 
It is often necessary therefore, to include certain aspects of, for example, food service, 
when describing the food production method so that it may be seen in the context of the 
whole catering operation, and not in isolation.
These productions take place in the kitchen part of the restaurant. Next, after the process 
of production, both food and beverage will undergo the process of food and beverage 
service. These refer to phases of the food and beverage flow wholly concerned with the 
presentation of the food and beverage to the customer, after the completion of their 
production. These services occur in the dining area of the restaurant where a service 
encounter influences the "moment of truth" of the dining experience of the customer.
3.5.4 The Nature of Work of "Back of the House" Staff
The principal duty of the staff who work within this department is, indeed, to prepare and 
cook the food to the guest's order. It is similar to the manufacturing operation, where jobs 
are broken down into simple repetitive steps and workers are trained to perform these 
tasks. As employees on a production line become more proficient, the line's speed is 
increased.
Operative staff should have adequate cooking knowledge as well as ability to operate 
equipment. On the other hand, many tasks in the service area and in the kitchen are 
relatively uncomplicated, and can be taught to inexperienced, new employees in a matters 
of days (Meyer and Schroeder, 1989). Consequently, the main job of a supervisor, is to 
teach staff the "how to" type of cooking methods. In addition, training often takes place
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on the job, where a supervisor and in some case more experienced workers "break in" new 
employees. This can be an effective training method, providing management properly 
controls the process. This is because there are cases where new employees can be left to 
learn on their own. A supervisor must make sure that this does not happen and that staff 
are educated with the correct information (Critten, 1993).
3.6 Conclusion
This chapter tried to establish the role of a supervisor in the organisation and his/her 
duties as a front line manager. Unavoidably using non-research based comments, it has 
been reviewed that supervisors should have four main skills: technical, administrative, 
conceptual and interpersonal skills. The principal duty of a supervisor is to apply their 
skills to control of their staff, including the training of new staff, coaching and appraising 
them, as well as producing the product/service. Indeed, good interpersonal skills allow the 
supervisor to establish good relationship with his/her team; namely his/her subordinates.
In the second part of the chapter, the nature of the restaurant service, its environment, as 
well as the characteristics of the service product have been reviewed. Then, the nature of 
food production and the skills required for kitchen staff followed. Thus, when comparing 
the technical skills of supervisors in the restaurant with the technical skills of supervisors 
in the kitchen, the supervisor in the waiter group needs to engage himself more in the 
interactive process between customer and staff, and among staff themselves. In contrast, 
the supervisor in the kitchen group will exercise his/her skills by controlling the quality 
of the food production.
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Chapter Four Subordinate’s Perception, Stress and Emotions
In this study, in order to find out the preferred leadership style of supervisors, the 
operative staff will be asked to recall the best and the worst things their supervisors have 
ever done. It is essential to review briefly the process of perception, in order to provide 
a fundamental understanding of the ways in which people think. This understanding will 
also be useful when selecting the method of data collection, since it is necessary to be 
aware of some important factors that might affect the staffs recall.
This chapter will also cover the area of work-related stress of supervisors and staff to 
show the relationship between, and the impact of work related stress on workers personal 
lives, and vice versa. Additionally, since the relationship between supervisors and staff, 
as reviewed in the previous chapter, are mainly on the basis of person-to-person contact, 
it is assumed that the co-ordinating type of work of a supervisor depends very much on 
the control of emotions. This is the core to the successful interpersonal skills of 
supervisors.
In this chapter, the basics of how a person perceives the world will be explored. Then the 
focus will be placed on the issue of stress, which resulted from the affects of negative 
stimuli or events upon a person. Another important issue concerns emotions in the 
workplace. The related studies about emotion, including emotional labour and its impact 
on the performance of staff, will be reviewed.
4.1 Introduction to Perception
This section aims to provide a basic understanding about the thinking process of people. 
The main concern is to demonstrate how a person interprets the world. The area of how 
a person perceives himself, as well as others will also be reviewed. The concept of 
"person perception" will help the reader to gain a necessary understanding about how 
relationships between people are formed. Since the pattern of relationships between
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supervisors and subordinates is mainly on a one to one type basis, this section also aims 
to remind the reader about the issue of "human emotion" and "stress", which occurs 
during and after the process of perception.
Perception is one of the most basic processes underlying behaviour. Buchanan and 
Huczynski (1985) explain that "Human beings behave in, and respond to the world as they 
perceive it". Perception is, indeed, a critical variable in the decision-making process, 
which directly influences the way staff respond to a customer whom they are interacting 
with or providing a service to.
In order to understand and predict the behaviour of a group of staff or an entire 
organisation, it is necessary to explain how and why the individual, as a responding, 
thinking and behaving organism acts in the manner he or she does. To understand the 
behavioural pattern of each person, it is important to begin with the individual or 
psychological level. Perception is again suggested to be one of the most important 
variables used in explaining and formulating such behaviour. This chapter therefore aims 
to provide some crucial points which should be considered when trying to understand this 
so-called "perception".
Sekuler (1985) has considered the relations between human perceptions and the real world, 
and suggests that one should acknowledge the existence of the real world and assert that 
its existence does not depend on a perceiver. At the same time, one should also recognise 
the perceiver's own contribution to the process of perception. Therefore, in order to 
understand perception as fully as possible, one must study not only the properties of the 
physical world but also those of the perceiver.
Hence, the world is filled with objects and events that combine to create a kaleidoscope 
of potential information. Although much of that information is irrelevant for people's every 
day needs, some of it is absolutely essential. In order to use all this information more 
effectively, human beings are equipped with specialised machinery for capturing the
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information and for translating it into a language that can be understood by their nervous 
system. In this translated form, the selected information is digested by the brain, and 
transformed into perceptions which guide people's actions in the surrounding environment.
4.2 Definitions and Types of Perception
Perception is therefore defined as the process of becoming aware of something and 
consists of two processes: external and internal perception, the former being based on 
sensations derived from sense organs, the latter being based on consciousness becoming 
aware of 'internal' mental processes (Statt, 1990; Bartley, 1980; Rycroft, 1972). One can 
summarise the process of perception as the processes by which the individual receives and 
interprets information about the environment. Perception therefore, can be thought of as 
each individual's personal theory of reality, a kind of knowledge-gathering process which 
defines one's view of the world. This perceptual outlook also guides human activities, both 
mental and behavioural.
4.2.1 Self-Perception
Besides perceiving the environment, a person also perceives himself. Bern (1972) has 
proposed that people look at what they are doing and infer a reason for that behaviour. 
Bern claims that this process operates whenever internal cues are weak or ambiguous. 
Fazio, Sherman & Herr (1982) further discussed that people tend to infer characteristics 
about themselves more on the basis of what they have done than on the basis of what they 
have not done. Deaux and Wrightsman (1988) comment that it is important to consider 
the process involved in the concept of self because it is an active process. It includes self­
esteem and emotions. Self-esteem refers to the evaluation of oneself that assess how good 
or bad one is. Negative emotions are generally aroused when there is a discrepancy 
between the perceived self and some ideal standard of comparison.
In order to evaluate their abilities, people often engage in social comparison, by looking
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to other people as a way of measuring their own performance. The reason for this is due 
to the nature of judgements themselves. In some areas, judgements are easy to make such 
as a person's description. There is generally very little disagreement between a person's 
self-description and an outside observer's description of the same person. In contrast, in 
some other areas judgements cannot be made with so much certainty because there are no 
objective standards on which a person can rely.
Festinger (1954) confirmed that each individual "will" compare himself with other people. 
This theory states that in the absence of a physical or objective standard of correctness, 
a person will seek other people as a means of evaluating himself. Goethal (1986) 
supported that individuals are often motivated to evaluate their beliefs and abilities by 
comparing them with social reality.
Goethal & Darley (1977) proposed that in the process of self-evaluations through social 
comparison, people always choose to compare themselves with those who are generally 
similar to them. They do not compare themselves with people who are better or worse 
than them, but with those who are just slightly better, (e.g. in the case of skills). Later, 
when this skill improves, the standard of comparison will probably rise as well.
For example, in a working situation, each member of staff tends to compare 
himself/herself with his/her working colleague. In some cases, jealousy may arise if one 
of the colleagues is being promoted while the other is not. Or, if supervisor has a smooth 
working relationship with one member of staff but not with others. This dissatisfaction 
from the comparison will therefore lead to disruption and conflict amongst the work force.
Zuckerman (1979) made a very interesting comment, that people, in explaining their own 
performance, tend to accept greater personal responsibility for positive outcomes than for 
negative outcomes. There is the tendency for them to claim that task success is due to 
their ability, or the amount of effort which they exerted. People are much more likely to 
seek situational causes when they fail, preferring to look outside themselves for an
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explanation. These self-serving bias is also in evidence when people estimate their own 
effect on other people' outcomes. These attributions are regarded as important, because 
they can affect subsequent choices and actions.
4.2.2 Person Perception
Naturally, the main motive for people constantly trying to understand and interpret the 
behaviour of those around them, is that they know those people can affect their lives. The 
actions of other people have important consequences to everybody as the ability to 
interpret others behaviour is crucial to their well-being. For instance, the ability to predict 
whether an approaching stranger is a harmless beggar or a dangerous mugger, may enable 
a person to avoid theft and injury. The way a person perceives others is termed "Person 
Perception", since it is impossible to interact with people and not to try to make sense of 
their actions and to anticipate how they are likely to behave in the future. This 
"Interpersonal Perception" or "Person Perception" refers to the process when one attempts 
to explain, understand and predict the behaviour of other people. This evaluation of other 
people is automatic, as one does not consider how one operates and organises the process. 
Tagiuri (1969) suggests that person perception refers to "the process by which man comes 
to know and to think about other persons, their characteristics, qualities, and inner states."
In forming impressions of others, people tend to make judgements on the basis of 
appearance alone. That is, when a person makes a judgement about others, he/she is often 
influenced by striking characteristics such as dress, speech or posture. Individuals are 
systems having representations, and could be friends or enemies to each other, and each 
has his characteristic traits. People are therefore regarded as having abilities, as acting 
purposefully, as having wishes or sentiments, or as perceiving or watching the perceiver. 
This is because when a person meets someone for the first time, appearance provides the 
first and most obvious information that about the person. Some characteristics such as sex 
and race are always noted and remembered (Grady, 1977; McArther, 1982). Such physical 
features as height and weight are also likely to be noticed, particularly if the person varies
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strikingly from the average on one of these dimensions (Dejong & Kleek, 1986).
Indeed, when one speaks of person perception or the knowledge of persons, he refers 
mostly to the observations he makes about intentions, attitudes, emotions, ideas, abilities, 
purposes, traits and events that are inside the person. This means that when a human being 
perceives others, he/she is in fact exercising his/her observation, then he/she reacts to 
actions of others, and formulates these actions in terms that are strictly psychological. 
Hence, one seldom describes the sheer sequence of bodily movements of a person, but 
instead say that the person is friendly, fearful, boastful, hesitant or aggressive (Tagiuri, 
1958).
These conditions of perception form the basis for the interaction between one person and 
another. In this case both the perceiver and his "object" have a phenomenal representation 
of the environment. Each observes that the other directs himself towards him; each can 
make known to the other that he is sensitive to the other's direction towards himself. Thus 
the perceiver, using his own presence and behaviour in the perceptual situation of the 
other, may then alter the perceptual characteristics of the person whose state he is trying 
to judge. Furthermore, it is a critical response in the sense that the perceiver's repertory 
of categorising responses is somehow limited by his own personal or vicarious experience 
as a person (Hamachek, 1992; Tagiuri, 1958). Hay (1993) comments that human beings 
naturally imagine that everyone thinks in the same manner as themselves, interpret 
behaviour in the context of their own thinking patterns. This tendency to attribute attitudes 
to others, based on behaviour, leads to misunderstanding.
Heider (1958) suggests that each individual is insecure about his judgements of people. 
In most cases a person distinguishes another person's traits and he/she wishes, sentiments 
or intentions from what that person does and says, and one would know less when he/she 
is limited to observing this person as a static object.
Results from much research (Fromm,1957; Cantril,1960; Bruner and Tagiuri; 1954)
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suggest that an area, which should be placed the consideration on when study about 
person perception, is how a person categorise other people. This aspect includes two main 
factors. Firstly, the intention to communicate by the stimulus person in the majority of 
circumstances (i.e. emotional expressions have a residual of communicative intention, left 
over from the early stages of dependence upon an adult.) In second place, the perception 
of roles is regarded to be significant as appropriate behaviour. In many cases this depends 
not so much upon the idiosyncratic characteristics of the other person, but rather upon 
his/her role. The same type of comment applies to the perception of the relationships 
between others.
Heider (1958) supports the above idea by suggesting that "consciousness" - the state of 
awareness, is the key to explain how the perception of one person and his/her reactions 
to other people, and what they do or how they feel can be understood better. The 
meaning of consciousness in this case refers to both the intention to communicate and the 
awareness of the role one performs in that particular situation. Hence, there are three 
consequences from the relationship of consciousness and perception. These three functions 
of perception, will determine whether one wants another person to have a more complete 
representation of oneself or not.
Firstly, adequate perception helps the perceiver to control the particular environment that 
is perceived, (e.g. if person X sees persons Y, he then knows where Y is, which gives him 
a much greater possibility of acting on Y). This can also be called the information 
processing stage. It is in fact the process of recalling previous experiences of, and 
information about a person he/she is meeting.
Secondly, perception leads to evaluation, which deals with forecasting the likely 
behaviour, and classification the type of person being perceived. This processing of 
information will be affected by the current mental and physical state, values and attitudes 
of each person.
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And finally, is the communion between persons. After completing the sequence of 
selection, processing and interpretation of information, a person will begin to formulate 
his/her response to the other person he/she is interacting with. It will depend on his desire 
for union with another persons and whether he seeks to or avoid the so-called 
"interpersonal interaction".
The work of Anderson (1974) suggested that when people are asked what someone is like, 
they are often given a list of personality traits that presumably describe the person. This 
piece of work has proposed that people, in combining a series of trait descriptions, tend 
to average their values to arrive at an overall judgement, which leads to the problem of 
accuracy for an integration of information about people.
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Moreover, beside responding to other people's external characteristics and ) traits, 
individuals approach the world with certain assumptions about people. This is based on 
their experience that people will possess certain qualities and will behave in certain ways. 
The way this knowledge is organised and categorised, includes schemas, prototypes, 
scripts and stereotypes (Deaux and Wrightman, 1985).
"Schemas", "Prototypes" and "Scripts" are all regarded as certain elements that enter into 
one's judgement of other people. They are concepts that have been used to categorise 
individuals' experiences. "Schemas" are organised configurations of knowledge derived 
from past experience, which one uses to interpret current experience. "Prototype" is "an 
abstract set of features commonly associated with members of a category, with each 
feature assigned a weight according to the degree of association with the category" 
(Cantor, 1981). It is a set of characteristics that come to mind when each individual thinks 
of any particular category, such as a rock star or an athlete. "Script" consisted a sequence 
of events that typically occur in a standard order. Using the situation in an restaurant as 
an example, a person "script" will combine the way in which to act be served, when 
he/she enters and orders food.
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These categories - "Schema", "Prototype", and "Script" influence individuals in at least 
four ways (Markus & Zajonc, 1985). Firstly, they affect the initial coding of new 
information, resulting in the strong influence on the way an event or an object is 
interpreted. Secondly, they influence memory. People are more likely to remember events 
that are consistent with their existing cognitive structures. Thirdly, they influence 
judgements, evaluations, and predictions. People generally anticipate that individuals and 
events will match their pre-established framework for understanding human behaviour. 
Finally, it is believed that schemas have an influence on behaviour. Holding a particular 
belief may lead a person to seek out information to support that belief. Consequently, 
many factors can influence behaviour, but cognitive organisation certainly plays a major 
part in its determination.
Stereotypes are preconditioned perceptions. Hamachek (1992) comments that it is the way 
people perceive others based on ethnic origin, socio-economic group, religious affiliation, 
sexual orientation, gender, and even such specific categories as body build, first name, 
height, weight, hair color, clothing style, and so on. For example, the idea that all Jews 
are hook-nosed and avaricious and that madman are violent are obvious stereotypes.
The term "Stereotype" derives from its use in printing, where it refers to a solid printing 
mould or plate which, once cast, is difficult to change. A stereotype is therefore defined 
as the "sociological term for the popular or conventional idea of how any particular class 
of person behaves, looks, etc. (Rycroft, 1968)". This term is used in social sciences to 
stand for a set of relatively fixed, simplistic generalizations about a group or class of 
people, or in a culture to a set of widely shared generalizations about the psychological 
characteristics of a group or class of people (Reber, 1985). Bar-tal (1976) summarises it 
as a set of beliefs about the personal attributes of a group of people, a tendency to 
evaluate unfavorably the members of an out-group.
4.2.3 The Errors and Biases in the Process of Social Cognition
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Since the process of social cognition include the initial "encoding" of information and the 
subsequent "retrieval" of information from memory. There are numbers of factors which 
allow the cognitive process to the possible errors. Deaux and Wrightsman (1985); Luce 
(1959), and Lippman (1922) argue that the social information is so extensive therefore 
people have developed a set of "heuristics" or shortcuts to make their task simpler. That 
is, events that fit a pre-existing schema may be recalled more rapidly than events that are 
not so easily categorised. Moreover, all of the relevant information is not always available. 
Consequently, people have develop rules of thumb (heuristic) for estimating the 
likelihoods of events. Heuristic are indeed mental shortcuts that reduce complex problem 
solving to simpler judgmental operations, and they are part of the routine business of 
social perception and judgment.
Tversky and Kahneman (1974) point out that people use two types of heuristic in making 
judgment about events. Firstly, they tend to consider some events more representative of 
the total population than they are. Secondly, people tend to be biased by events that are 
readily accessible in his/her memory. Nevertheless, people can also learn to use statistics 
when they are aware of the advantages of doing so (Nisbett et al., 1983). When it is 
obvious that an event is determined by chance, for example, people are more likely to use 
statistical heuristic.
It is argued that stereotypes, which is in fact one of heuristics (Bartlett, 1932; Oldfield & 
Zangwill, 1943), can significantly alter both behaviour and perception (Ball & 
Vogler,1971, Belanger & Sattler, 1967). These factors which alter stereotypes can be 
either situational, such as a mood which is assumed to be present (Little, 1968), or as a 
result of the judges’ own experiences (Miller et al., 1971).
The relationships between persons also consist of a good deal of stereotyping. Kuethe 
(1968) acknowledges that the "unit forming principles in social perception can be regarded 
as social schema or response sets, to the extent that they function to structure ambiguous 
situations involving human objects". Bar-tal (1989) also suggests that human beings not
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only classify other people into group categories, but also judge and evaluate them. The 
stereotype is therefore an outcome of this process. Since stereotyping helps to reduce 
ambiguity in cognition, it creates relationships between various classes of people, such as 
superiors and subordinates and men, women and children. These results are therefore 
subject to stereotyping and display a significant degree of cultural conditioning (Kuethe, 
1968; Little, 1968). Moreover, stereotypes are capable of being systematically adjusted in 
accordance with the prevailing circumstances.
Stereotypes affect people's perceptions of others in at least three important ways. Firstly, 
they may cause a person to overgeneralise and to do so unfairly. Quatrone and Jones 
(1980) report that when dealing with out-groups rather than in-groups, people seem to be 
generally more willing to generalize from the behaviour of a single individual to the 
whole group.
Secondly, stereotypes may also create a negative memory bias. The research of Miller 
(1986) has shown that people tend to remember better those facts which support their 
stereotypes. The actual existence of a negative memory bias was demonstrated in a study 
by Snyder and Uranowitz (1978). In this study, the process of stereotyping distorted 
perceptions of what the world is really like, by allowing preconceptions to influence the 
way the world is perceived and interpreted. Stereotyping is as influential in the 
interpretation and recollection of events, as it is in other more static instances (Lippman, 
1922).
Thirdly, stereotypes may polarise one's judgements about others, especially if they are 
members of out-groups. The work of Bender and Hastorf (1950) on self-stereotype helps 
illustrate the bias. This stereotype arises when subjects attribute traits to others, in the 
implicit assumption that others are to a large degree, similar to themselves.
However, stereotyping is regarded to be unfavorable because negative characteristics are 
emphasised. (Biased and inaccurate beliefs as components of a stereotype). Besides,
73
stereotyping is also regarded as rigid and inflexible behaviour that tends to be made 
despite changes in the context and outcome which normally should produce modifications 
in the way one acts. Thus the difficulty of estimating the true impact of this bias is 
confounded with cultural stereotypes. It produces the tendency for people to perceive both 
themselves and others as behaving in consensus with cultural norms and expectations. 
Since groups provide the best framework for satisfying various human needs, individuals 
continuously organise themselves in collective group. Group membership therefore, is one 
of the most salient and important of an individual's characteristics.
In addition, the study of stereotyping reflects an interest in inter-group relationships, as 
it may focus on behaviour describing actions such as confrontations, violence, wars, 
cooperation, alliance, negotiation, or coordination. It is on this basis that a group decides 
on a course of action. Bar-tal (1989) explains that in the case of intergroup behaviour, the 
lists of actions are not performed instinctively or mindlessly, but are preceded by 
cognitive processes which involve the formation of stereotypes towards the other group.
Stewart (1979) suggests that the cultural norm or social stereotypes was correctly 
identified at an early date (Bender and Hostorf, 1950), as being one of the more serious 
biases in person perception. This particular bias includes motivation behaviour, feeling, 
etc. These norms or stereotypes are applied indiscriminately, when judging others. In other 
words, some judges implicitly adopt cultural norms when predicting the behaviour of 
others (Cronbrach, 1955; Lindgren & Robinson, 1953; Stewart, 1979).
In addition, apart from the impact of stereotype on each individual's perception about 
others, the social inference process is also subject to numbers of many biases which derive 
from the process a person tries to figure out "why" him/herself, or a other person acted 
in a particular way, or why a certain outcome occurred. The process of explaining or 
inferring the causes of events is termed "casual attribution". Heider (1958) suggests that 
the causes to which a person attributes events may be either of two basic types: 
dispositional (or personal) and situational (or environmental).
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The most commonly documented bias in social perception is the fundamental attribution
error. It is to attribute another person's behaviour to his/her own dispositional qualities,
rather than to situational factors (Heider, 1958; Ross, 1977). Instead of realising that there
are situational forces, such as social norms or roles, that produce particular behaviour,
people generally see another's behaviour as freely chosen and as representing that other 
person's stable qualities.
The other biases include "Self-serving attribution bias" refers to the tendency that people
tend to accept greater personal responsibility for positive outcomes than for negative
outcomes (Miller and Ross, 1975; Zuckerman, 1979). That is, the self-serving bias is
taking credit for success, but not for failure. Another bias is the tendency that people
believe that others share their attitudes and behaviours, which is termed "false consensus
bias". That is, although people are generally aware that other people's opinions on issues
cover a wide range, they also tend to think that other people are more similar to
themselves than they actually are (Ross et al., 1977). People tend to see their own
behaviours and judgements as quite common and appropriate, and to view alternative 
responses as uncommon and often inappropriate.
The mentioned attributions have been centred around issues of causality, that is, who or
what caused an event to occur. Individual differences in attribution processes are chronic
propensities to interpret causality in particular ways. Hence, each individual can influence
each other in many ways. The way a person respond to the requests or orders of others
will vary across a wide range of situations; one does not respond the same way to a friend
who asks for a favour, and respond differently to a salesman, etc. Asch (1958) illustrates
that "conformity" is a yielding to group pressure when no direct request to comply with
the group is made. In fact, a group can exert two kinds of influence, based on facts, and
normative influence, based on social pressure. In contrast, "Non-conformity" behaviour
can be two types. Independent behaviour is that which does not correspond to group
norms. Anti-conformity, is characterised by opposition to the majority response an all 
occasions.
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Besides, "compliance" is behaviour that occurs in response to a direct request. In contrast 
to conformity, which is a response to indirect pressure, compliance is a response to direct 
pressire to comply with a request. Langer (1978) argues that people may be willing to 
comply with the request of another person for many reasons. Compliance with some 
requests appears to be relatively mindless, occuring without conscious thought, almost 
automatically. A person gives little thought to the reasons he/she should not agree to. On 
the other hand, Podsakoff and Schriesheim (1985) point out that the other acts of 
compliance evidence considerable thought. A person could be quite sensitive to the form 
in which complience is requested. French and Raven (1959) report ways in which one 
person can induce compliance by another. For example, expert power refers to the time 
when target's belief that agents has superior knowledge, ability or expertise. Indeed, a 
person will carefully weigh the reasons for compliance and act accordingly.
Hence, "obedience" is a special form of compliance. The study of Milgram (1974) 
suggests that most people readily follow orders even when their compliance may cause 
harm to another person. Obedience declines when the victims is near to the subject and 
when the person who has issued the orders is not physically present. In the case of 
obedience, once the legitimate power has been established, a person may refuse to 
question the reasons for the agent's request and simply carry out orders because they are 
given.
With respect to each individual's sense of control, each time a person encounters an 
attempt to influence his/her behaviour or attitudes, he/she must decide whether to comply 
or resist. In the face of pressures for conformity, compliance, and obedience, people 
maintain a pervasive belief in their own control. At the heart of this process is the issue 
of control: the degree to which a person feels he/she has control over his/her life versus 
the degree to which others have the power to determine his/her behaviour. Even when 
outcomes are obviously determine by chance, people have an illusion of control.
The work of Langer and Rodin (1976) argues that belief in personal control improves
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performance and makes feelings more positive. Over a wide range of circumstances, a 
person reacts more positively when he/she believes he/she has some control than when 
he/she does not. Rotter (1966) comments that individuals vary in their perceptions of 
control, which he terms "locus of control"; some people are inclined to believe in external 
control, and others believe strongly in internal control. External people believe that other 
people or events are the primary influences on their own circumstances. A belief in this 
external control can imply a number of different belief: in fate, in powerful others, etc., 
while internal people tend to believe in their own ability to control events (Collins, 1974). 
Hence, Phares (1976) and Strickland (1977) comment that individual differences in such 
beliefs must ultimately be considered in conjunction with those situational factors that 
make people feels more or less in control of his/her world. Moreover, Hills (1973) argues 
that people often react strongly to a perceived of real loss of control. In some cases, this 
sense of another's control may simply be frustrating and indeed, a source of some 
annoyance.
4.2.4 Perception of staff concerning their supervisor
The concept of how people categorise others (Fromm, 1970; Cantril,1960; Bruner and 
Tagiuri, 1954), as well as the concept of stereotype (Bender and Hastorf, 1950), seems to 
be useful in providing a clearer understanding about the relationships between staff and 
supervisors. This "intention to communicate" by the stimulus person (supervisor or 
member of staff) and the "perception of roles" of one party towards the other, supplies a 
clearer explanation of how to understand relationships among them.
One may see the supervisor's jobs as requiring the skills of an actor. This is because their 
daily relationships demand that they have to be able to play a number of social roles. This 
includes the role of leader, trainer, counsellor, team worker, etc., with all the myriad of 
communications and social skills which this implies. This intention to communicate 
includes both the informative part (the message) and the manner of the sender (how one 
acts, the tone of voice, and also the ability to control the communication process, (e.g. to
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suggest emotions one does not really feel, which one can let slip with friends and family, 
but which could have crucial results for one's professional role). Additionally, supervisors 
have to be able to decode the response or feedback they receive, (facial expression, or a 
tone of voice) from their staff, in order to provide the correct response.
The perception of roles is regarded to be significant as appropriate behaviour, because in 
many cases it depends not so much upon the idiosyncratic characteristics of the other 
person, but rather upon his role. The method of data collection concerning how staff view 
their supervisors for this present study, concentrates on how staff perceives the roles of 
their supervisors as a means of understanding the relationships between supervisors and 
individuals.
In perceiving each other, (staff perceive their supervisors or supervisors perceive their 
staff), both parties focus their attention towards considering other people's roles. In 
response to the intended meanings of communication, they will respond as they think 
appropriate for the relationships between both role players. For example, Lawler (1993) 
argues that staff tend to feel that their manager and supervisor know everything. They 
must be in control (and be seen to be in control) at all times. The supervisors know what 
is best for others, and the supervisor's plan is the best. From these comments, it could be 
seen that most member of staff perceive themselves as followers, whilst perceiving 
supervisors as their leaders.
In addition, it is also important to remember that when people are asked about what 
someone is like, they are often given a list of personality traits which presumably describe 
the person. People tend to average their values to arrive at an overall judgement, which 
is not necessarily accurate description of the person in question. Therefore, when asking 
staff to comment about their supervisors, it is important to use a method that will not 
allow the staff to identify a list of the personality traits of supervisors alone. The questions 
should allow staff to express the opinions about how well (or how poorly) a supervisor 
performs his/her own role. In other words, how good/bad a person is in performing his/her
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duty.
Another issue is related to the relationship between staff and supervisors. Since both 
parties recognise each other's roles, as a superior, supervisor may expect his/her staff to 
comply with his/her order. There are number of ways that supervisor could communicate 
to staff of his/her intended request, by using the concept of group pressure (such as 
conformity; Asch, 1958) to the concept of induction of compliance (Langer, 1978), or 
he/she might even expect obedience from staff. Hence, it is the staffs sense of control that 
will guide him/her to decide whether to willingly comply or resist the request.
Regarding bias and prejudice in the work place, there are cases when staff are treated 
unequally. This unequal treatment from a supervisor towards staff, may be a result of the 
poor working skills of the supervisors themselves (e.g. poor work delegation). It could 
also be attributed to the bias of supervisors towards some particular member of staff. 
Stereotyping in the work place might not only introduce problem of subordinates' 
expectations of their superiors (such as how a supervisor should behave in each 
circumstance, or that a supervisor should know everything), but also the problem of how 
the biased judgement of a supervisor towards his/her subordinates affects the way he/she 
treats staff. This is because the supervisor job contains a degree of power and authority 
over subordinates. For example, giving an unfair staff performance appraisal may result 
in the lower productivity of staff.
Gibbon and Klenier, (1994) argues that it is essential that the appraiser realises that 
he/she, as well as the employee, have their own biases, and an angle from which they 
perceive things. By keeping this in mind, the appraiser will be more apt to hear the 
employee's view, as well as acknowledging that he or she is also capable of making 
biased judgements and decisions in the evaluation of the employees.
Since cultural norm or social stereotypes were identified as being one of the more serious 
biases in person perception, some judges implicitly adopt cultural norms when predicting
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the behaviour of others (Cronbrach, 1955; Stewart, 1979). It is therefore necessary to take 
into account the different judgements of subordinates, when judging the actions of their 
superiors, because the standards of satisfaction vary amongst each country, as a result of 
the impact of culture on the perception of people.
In brief, it is important to note that when staff are asked to comment about the supervisor, 
they are in fact asked to reveal how they have perceived their supervisors actions in the 
past. In revealing their impressions, staff recall their memory about supervisors and how 
they have interpreted supervisors past actions. Moreover, some supervisors actions might 
satisfy some staff, but cause anger to other staff. Thus the way staff feel and behave are 
indeed the result of their own perception in response to supervisors' actions. If the 
relationship among them is poor, staff will then feel that they are under pressure. Besides, , 
there are times when staff misinterpret the body language, or the tone of voice of .j 
supervisors, which can also lead to stress and emotional distress. These issues of stress 
and emotions in the work place, will be explored in the next two sections.
4.3 Introduction to Stress
Having discussed the process of perception; how a person interprets and copes with the 
environment surrounding him, this section will now focus on the unfavourable responses 
of people towards their environment. For example, in a situation where a person has to 
hide his/her feelings, this suppression of emotion might lead to both tension and stress, 
or even nervous breakdown. This is especially relevant if the nature of a person's work 
(and the environment) demands him/her to cope with the needs and expectations from 
clients, as well as work colleagues. The main purpose of this section is to illustrate what 
the effects of stress upon a worker, and the possible consequences.
4.3.1 Definition of Stress
Reber (1985) argues that stress could be defined as a state of psychological tension
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produced by types of force or pressure, but stress is also the antecedent of some effect. 
In fact, it is problematic to identify what "stress" is, without understanding how stress is 
created and the effect it can really have on people.
Yet, to determine the concept of stress is difficult, because the familiar word has various 
interpretations. The concept of stress is still not clearly defined, and as this creates 
problems when any effort is made to identify its components, or to formulate a model of 
the stress process. The history of research and theory has provided several different ways 
of thinking about stress, since the research that has already been reported has considered 
the experience of stress from several different perspectives. Ross and Altmaier (1994), 
suggest that three of these perspectives should be considered. These are, stress as an 
internal response, stress in the environment and stress as an interaction.
Regarding "stress as an internal response", Selye (1975) defines stress as "the non-specific 
response of the body to any demand made upon it". He argued that emotional tension 
played an important role in causing the physical problem. Whatever the external or 
internal demand on the body, the person’s response to stress followed a universal pattern. 
He termed this pattern as the "General Adaptation Syndrome" (GAS). It composes of three 
phases. Alarm - refers to the stage when the body prepares itself for a quick response; i.e. 
a rapid increase in speed from a walk to a run (in order to escape). Secondly, if the stress 
is prolonged, the second stage is resistance. The immediate responses of the alarm stage 
are replaced with responses that promote long-term adaptation. For example, frequent 
headaches of staff who have said that they are not bothered by noise, suggest that the 
noise is experienced as a stress factor. The third stage is that of collapse, which refers to 
the loss of resistance to the stress. At this stage, exhaustion, collapse and even death can 
occur. Yet he argues that stress can be a motivation for growth and development, a 
positive stimulus for change which he terms as "eustress".
However, this model of stress, which argues that every response to stress by an individual 
follows this pattern, is contradictory to the fact that the body’s response to stress can vary
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depending on the stressor. These stressors are complex and involve both internal and 
external demands which might create different responses each time.
The second concept could be seen through the world of engineering, where stress is 
defined as the total number of factors which place strain upon a piece of equipment. Thus 
equipment breaks when the stress accumulates past a key breaking point. Holmes and 
Rahe (1967) defined stressful events in life, as those which either signal, or initiate 
significant changes in the individual experiencing them. These events include both positive 
events as well as negative events, because they force the individual to make changes in 
his/her pattern of daily life.
However, it does not seem likely that different cultures can each be accurately measured 
by one life events measure or that everyone experiencing a particular event in life should 
feel or deal with the same amount of stress. The strength of this concept is recognising 
that people experience stress from a variety of events, some quite routine. Also, the notion 
of stress as a response to changes in life, rather than to negative events alone is a 
provocative one.
The above two models focus internal processes to an individual, or to events outside the 
individual. The third model of stress is the Transactional Model or interactional model 
(Lazarus and Folkman, 1984). The model defines stress as occurring when there is an 
imbalance between demands and resources, and emphasizes the ongoing nature of the 
balance or imbalance. The process begins when the person evaluates a particular event, 
situation, or demand. This is called Primaty Appraisal, and is concerned with whether 
positive or negative outcomes can occur in the encounter. Secondary Appraisal is the 
individual's attempt to define what options are available for dealing with harm, threat, or 
challenge. These options might be internal or external, and might be resources or 
responses. Indeed, this model is an interactional one, as the coping resources available 
have a strong influence on the future appraisal of the event or situation as stressful. For 
example, in the case of two people losing their jobs, the one who has no available
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financial resources from his own savings or family will find the situation to be more 
threatening than the other one who has.
This model is perhaps the most widely regarded today (French, Rogers and Cobb (1974), 
Capian et al (1975)). McGrath (1976) also comments that stress may occur when the 
person-environment interaction results in a demand, a constraint or an opportunity for 
behaviour being imposed on the individual. This depends upon the person's perception of 
the situation, and on their making a cost-benefit analysis of the possible courses of action.
The model suggests that the way to understand stress is as a combination of personal 
issues and concerns which change over time, as well as the resources and responses that 
a person can call upon in times of stress, which also change over time. These responses, 
in turn, affect the initial situation or stressor,and may cause one to think about it, or 
appraise it differently. Thus, stress occurs when the balance of demands and resources is 
imbalanced, that is, the demands are greater than resources. In contrast, if the resources 
are available to meet the demand, then the secondary appraisal might be one of challenge 
rather than harm or threat and thus would be less stressful to the individual. To conclude, 
it could be seen that the individual's internalized value system and experiences, will affect 
both the individual's perceptions, and their subjective and objective experiences of stress.
It has been widely suggested that when faced with a perceived stressor, complex 
physiological changes occur in the body, in order that the individual is equipped to deal 
with the stressor. For example, if the individual is constantly exposed to stressors (i.e. 
excessive noise), then the body will be in a constant state of tension, which constitutes 
a danger to health in the long term. For example, high blood pressure (hypertension) 
occurring as a direct result of an elevated heart rate, may lead to heart disease. Blackwell 
(1992) suggests that it is useful to distinguish between the chronic and acute effects of 
over-exposure to stress. For instance, the chronic ill health resulting from prolonged 
exposure to a stressor includes, the risk of diabetes, asthma, arthritis, strokes, lower 
resistance to disease and coronary heart disease. Those of acute reactions include mouth
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ulcers, indigestion, backache, headaches, dizziness, skin disorders, muscular twitching, 
breathlessness, and menstrual disorders.
Cooper and Payne (1978) noted that the most commonly documented behavioural 
responses to stress are aggression, irritability, withdrawal from the family, social and 
sexual relationships, smoking and/or drinking excessively the inability to concentrate, 
difficulties in thinking rationally, anxiety, a tendency to leave things until the last minute, 
and difficulties in sleeping. Psychological responses range from anxiety and depression, 
lowered self-esteem, feelings of frustration and dissatisfaction, to more serious 
psychological disorders.
4.3.2 Stress in the Workplace
Stress can have both short and long term effects on individuals, and differences in 
individual responses to stress do exist. It is however the focus of this section to review 
stress within the workplace, namely the restaurant service environment. Occupational 
stressors will vary with the nature of the work performed and with the conditions under 
which it is performed (Ross and Altmaier, 1994; Blackwell, 1992). This "occupational 
stress" can be considered as an accumulation of stressors; job-related situations that are 
considered stressful by most of the workers. It could be defined therefore, as the 
interaction of work conditions with characteristics of the worker, to the extent that the 
demands of work exceed the ability of the worker to cope with them.
It is also important to note that it is not only the technical part of work which can create 
stress for any employee. The interpersonal relationship (between superior and subordinate, 
or amongst subordinates themselves in the organisation) also has a vital effect on creating 
work related stress. Stress could occur to both sides, as the work of a supervisor involves 
coordinating, and a minor conflict might lead to the stage where staff are unwilling to co­
operate with the supervisor. This lack of co-operation from staff, might put the 
coordination work of the supervisor in jeopardy. Feeling rejected by the team might also
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put the supervisor under tremendous stress.
In contrast, conflict between a supervisor and employee may make the employee feel 
insecure or under threat. The findings of O'Driscoll and Beehr (1994), point out that 
supervisors can influence the degree of role stress and uncertainty which their subordinates 
experience, which in turn may affect levels of satisfaction, strain, and turnover intentions.
Beehr and Newman (1978) outline three symptoms that occur under the conditions of 
occupational stress: Psychological Symptoms - such as emotional and cognitive problems 
(e.g. job satisfaction). Physical Health Symptoms (i.e. ulcers, allergies and skin diseases, 
etc.) and Behavioural Symptoms (i.e. avoidance of work, increased alcohol and drug use, 
aggression towards fellow workers or family members and interpersonal problems in 
general).
Moreover, ongoing occupational stress may result in what is termed "biimout": a 
progressive loss of idealism, energy, purpose and concern as a result of working condition. 
This burnout consists of three parts (Pines and Aronson, 1981): physical exhaustion (e.g. 
intense weariness), emotional exhaustion (e.g. feelings of depression, helplessness and 
hopelessness), and mental exhaustion (negative attitudes towards work, fellow workers and 
clients). Evidence from a study conducted by Singh et al (1995) supports the claim that 
the higher the level of burnout, the lower the employee's job satisfaction and 
organisational commitment.
"Burnout" reduces the employees's energy and leads to reduced efforts at work. Hence, 
burnout should be viewed as the critical variable of interest that unequivocally captures 
the dysfunctional aspects of the stressful work environment. The consequences of 
"burnout" are severe. Some workers may leave the job, or even the profession. Others who 
remain in their jobs lose their enthusiasm for it, and for their own personal and 
professional development. Their negative attitudes about work and life can also affect their 
family and friends, as well as their co-workers.
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Murphy (1995) argues that the cost of occupational stress, on the other hand, is impossible 
to determinate because of the complexity of the problem. However, one is able to
determine certain relevant facts. As occupational stress is the individual's response to 
working conditions, then the statistics on the prevalence and cost of emotional and 
behavioural responses are relevant (e.g. the health care expenses of the company resulting 
from staffs depression at work). Other costs include poor job performance of the 
employee, or in terms of errors made by workers who are working under impaired 
conditions. The cost of human lives are also vital. Relationships can be ruined and 
children suffer the effects of parents' work related stress. The quality of life, as well as 
the actual economic cost, can be affected.
With reference to the service environment, the stressors which occur in manual work can 
be divided into three groups (Blackwell, 1992). Those deriving from the physical
environment, such as noise, heat, ventilation, vibration and noxious substances, etc. Those 
deriving from the nature of work, which includes repetition, monotony, underutilisation 
of skill, isolation and shift work, etc. Finally are those deriving from employee 
perceptions of their work, the feeling of being undervalued and underutilised, a lack of 
autonomy and responsibility, a lack of satisfaction from the work, etc. In fact, one should 
be aware that the manual workplace can host a variety of stressors.
Cooper and Davidson (1982) and Cox and Mackay (1981) agree that any investigation
into occupational stress needs to take into account the multi-faceted nature of stress. The 
sources of stress may be found, not only in the work place but also outside it. It is to be 
expected that events in any one area of life will have overlapping effects on all other 
areas. For example, the presence of stressors in the home will affect the individual's ability 
to cope with stressors in the work place, and vice-versa. Williams and Alliger (1994) also 
comment that unpleasant moods spill over from work to family and vice versa, but a 
pleasant moods has little spill over.
Waddell (1995) argues that the interactive patterns which a supervisor repeats each day
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can become part of his/her personality. Outside one's profession, they may be viewed as 
inappropriate and undesirable. This "Occupational Hazard" exists in everyone, as an 
illogical, consistent set of behaviours often inappropriate to social situations. It satisfies 
the need to see one s self as consistent. However, colleagues, family and employees seem 
quite able to spot any of the oddities that accompany these illogical behaviours.
4.3.3 Coping with Stress
Folkman and Lazarus (1980) offer a very inclusive definition of part of the Cognitive- 
Transactional Theory of stress. They define "coping" as all the cognitive and behavioural 
efforts to master, reduce, or tolerate demands. These demands could be external or 
internal. Matheny et al. (1986) further comments that coping is "any effort, healthy or N  
unhealthy, conscious or unconscious, to prevent, eliminate, or weaken stressors, or to 
tolerate their effects in the least hurtful manner" (p.509).
Many theories suggest ways to cope with stress. Antonovsky (1987), introduces "a sense 
of coherence". That is, a person with a strong sense of coherence would accomplish this 
transition more effectively than a person with a weak sense of coherence.
In contrast, Cobb (1976) and Cohen and Wills (1985) argue that supportive friends and 
family, which they term as "social support", play a large role in determining how well 
people adapt and adjust. This support could be both tangible assistance (e.g.money, tools, 
etc.) and intangible (psychological) assistance. Social support can not only influence the 
process by which a person decides that a situation is stressful, but can also reduce stress, 
through the effect such support has on one's own feelings. If social support helps a person 
to feel loved and accepted by people who are important to him/her, then threats to self 
esteem (provided by the stressor) will not be as harmful.
Another aspect in coping with stress comes from Lazarus's model. This ability to cope is 
termed "transactional". It argues that "coping" consists of all of the cognitive and
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behavioural efforts that a person makes, to manage the demands of a stressor. These 
efforts can be focused on the problem (what needs to be done), as well as on one's own 
feelings about the problem (regulating the emotional distress caused by the situation). 
Indeed, a person's coping efforts, whether directed towards a problem or towards 
him/herself, in turn affect the ongoing appraisal of the stressor. Nevertheless, certain 
beliefs and values may also lead one to appraise events as less stressful (Witmer, 1986).
Regarding the ability to cope with occupational stress, Brymer (1982) explores how the 
work environment in hospitality operations can create stress for employees. By isolating 
some of the causes of employee stress and by providing some guidelines for reducing 
stress, he suggests four categories of stress as well as how to cope with them. These are 
Stress from Management (managerial attitude, inadequate job description, poor 
communication, etc), Stress from Fellow Employees (absenteeism, uncooperative co­
workers, infighting, disruptive employees), Stress from Customers (demanding guests, 
indirect pressure) and Stress from other Sources in the Operation (hazardous equipment, 
work environment, dead-end jobs, and natural disasters).
Brymer concludes that job-related stress experienced by employees within the hospitality 
industry, can contribute to low productivity and high turnover. It is unrealistic for 
hospitality managers to attempt to control all of the sources of stress that may affect 
employees. They can somehow implement some of the reduction techniques to eliminate 
those type of stress most harmful to work productivity.
Regarding the kitchen working environment, Wood (1989) reports on the hazards of 
pressure cooking. He suggests that the high temperatures in which chefs and their staff 
work could well be a danger to health. Heat stress occurs when the body can't cool down. 
In normal working activity body heat is cooled by sweating and increasing the blood flow 
to the skin, and when the cool air reaches the body's surface, heat is lost by convention 
and radiation. In the kitchen however, the body cannot cool down under hot and stagnant 
air. Therefore its temperature rises, putting organs such as the heart under greater strain.
Moreover, there is also the psychological cost. It is little wonder that chefs have a 
reputation for being temperamental. He concludes that the most radical means of reducing 
thermal stress, is to use induction hobs, which radiate very little heat.
Jones and Jones (1990) whose work looks at means of reducing customer stress, provides 
a clearer explanation on how to reduce stress in the restaurant service interaction, by 
focusing on improving four factors. These are, teaching the customer the rules, providing 
additional useful information, creating an appropriate environment and training employees 
to use good social skills. They argue that staff training is one of the crucial factors in 
reducing stress in the service interaction. The customer contact personnel should have 
good social skills. The more complex the service encounter, the more staff members will 
need the skills that go along with perception and communication. Moreover, the "affective 
approach" in staff training, which attempts to change the way staff members feel about ^ 
other people, is the most effective once accomplished. This is because it would change 
employees' attitudes and feelings about themselves and people in general, and therefore 
increase the employees' sensitivity to those around them. Yet in reality, it may be difficult 
to accomplish.
The study of Dunseath et al.(1995) concludes that stressors and social support from people 
at work explain, in part, why people are satisfied with their jobs and satisfied with life, 
or complain about certain physiological conditions and are depressed. Social support does 
moderate some of the effects of stress in the sample in the study. Overall, it appears that 
when role conflict is high, workplace social support from co-workers and supervisors is 
an important factor in employees' job satisfaction and depression.
It is crucial for administrators and supervisors to be aware of, and address those areas of 
job-related stress that may have an impact on the quality of the product, customer care 
and the well-being of the employees. Hence, it seems to be more possible to control the 
technical-related stressors (e.g. improving safety standards at work) than to control the 
way other people behave towards each other, or is it? In the next section, the importance
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of management of the emotions in the working organisation will be reviewed. The focus 
will be placed on the ability of each individual to be able to control and perform "gentle" 
types of emotion during his/her working role. Indeed, the evidence for a more general 
increase in the management of emotions, suggests that demands at work will also arise.
4.4 Introduction to Emotions
This study assumes that the management of emotions plays a significant role in creating 
a positive working atmosphere in the service organisation. Thus, one aim of this research 
is to explore the notion that the management of emotions is the core of strong 
interpersonal skills, which are essential at supervisory level of an organisation. This is 
because supervisors are required to create efficient and effective teams. Effective 
communication is critical and the management of emotions is indeed its predominant part. 
To be effective means not only that staff understand the message and the intended 
meaning from their leaders, but also that communication technique of a leader should 
create positive feeling amongst staff so that they will do their job willingly.
A supervisor, to be accepted as an effective leader, must direct his/her general skills of 
perception and self presentation, and use specific verbal and non-verbal language. This 
will lead staff to believe that he/she is competent, in control, sees him/herself as part of 
the group and shares its needs, interests and goals, and that he/she will do all that is 
required to achieve that goal. Hence, in creating smooth interpersonal interaction, does one 
need to control him/herself to display the appropriate emotion for each situation?
It is the assumption of this research that the superiors should realise that their subordinates 
do "feel". Indeed, this feeling is an outcome of the perception process, in response to the 
interpretation of the "intention to communicate", as well as the perceived "role" of the 
leader. Hence, staff also have feelings in response to the way their superiors give out 
orders, such as the words used, the sound of voice, the tone or message and the 
supervisor's appearance. These can all make staff experience emotions.
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Indeed, the negative communication, (e.g. a strong tone of voice or bad language, etc.) can 
create unfavourable feelings (such as anger), and therefore bring about conflict among 
team members which could lead to turmoil in the team. Different levels of conflict lead 
to different levels of dissatisfaction. Whilst a member staff is experiencing dissatisfaction, 
he may also feel angry. Since dissatisfaction has a bad influence on the productivity of 
employees, it is likely that the emotions of employees also have a strong effect. However, 
emotions are intangible and therefore difficult to measure.
4.4.1 Definition of Emotions
The impact of stress on the working life of employees has been illustrated in the last 
section. This section suggests that emotion also has a vital impact on people as it could 
increase employee stress, or even reduce it. To aim to understand emotion might be the 
key to discovering how and why people respond to particular influences. Indeed, the most 
significant way that a human beings could react to stimuli, is through his or her feelings, 
including feelings towards other people, animals, or even objects.
Emotion is a natural feeling to experience during work. Therefore, emotions can have both 
positive and negative impacts on employees. For example, anger can induce more stress 
and frustration. It is possible to understand "feeling", by focusing on the topic of emotion. 
This concept seems to be the most effective means of exploring and defining this intense 
"feeling" process. Therefore, this section will deal with the meaning and the significance 
of emotions on the relationships between staff and their supervisors.
It is difficult to define "emotion", as its meaning is ambiguous. Murrey (1964) suggests 
that emotion consists of powerful reactions that have motivating effects on behaviour. 
Emotions are physiological and psychological responses that influence perception, 
learning, and performance. Rycroft (1968) suggests that emotion is a state of both body 
and mind, consisting of a subjective feeling which is either pleasurable or unpleasant but 
never neutral. This is accompanied by expressive behaviour or posture and by
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physiological changes. Reber (1985) defines emotion as;
"An umbrella term for any of a number of subjectively experienced, affect­
laden states, the ontological status of each being established by a label whose 
meaning is arrived at by a simple consensus. This is the primary use of the 
term in both the technical and common language. It is what we mean when we 
say that love, fear, hate, terror, etc. are emotions".
Reber (1985), p.234
The area of emotion is complicated by a lack of general agreement on a basic definition 
of the nature of the concept. For example, some people have emphasised the reaction as 
the main component in emotion, but others concentrate on the perception of the situation 
that arouses the emotion, or the effects of the emotion on the ordinary behaviour. Mandler 
(1975) comments that, "it seems useful not to fall into the trap of trying to explain what 
'Emotion' is. Instead one should describe a system that has within its product some of the 
observations that have been called 'Emotion'. But the eventual aim is a psychological 
theory, not an analysis of human experience expressed in phenomenal, existential or 
ordinary language." He further observes (1984) that there is no commonly or even 
superficially acceptable definition of the term, and too many psychologists fail to 
understand this. Emotion may merely be an ordinary language usage that points to a quite 
heterogeneous set of phenomena. Although some may agree on some states as examples 
of emotion, some may disagree about others.
Hochschild (1983) conceptualized emotion as a "sealed biological event" since general 
causes of emotions were assumed to be internal, physiological, nervous processes, as 
opposed to social or psychological ones. In addition, theorists have begun to incorporate 
cognitive elements such as belief and judgement into their theories of emotions. Arnold 
(1970) suggests that a sequence of emotional experience begins with appraisal and 
interpretation. Yet, social factors are acknowledged as featuring not simply before and 
after, but interactively during the experience of emotion.
However, Denzin (1984) claims that the explanations outlined above are inadequate.
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because they omit references to the self, to interaction, to social structure and to ideology. 
They lack any conception of emotion as a subjective experience. He addresses the notion 
that emotions are lived, embodied experiences. Emotions are therefore processed 
phenomena, lodged in social acts and interactions with others. Emotional terms carry a 
double referent: they reference feelings felt by the self and they also reference feelings the 
person feels or directs towards others, including social objects. Emotions therefore 
communicate information, as they have a "signal" function. He further argues that people 
reflect on their feelings in order to locate themselves and to interpret the world. They 
signal an inner perspective, a moral order. That is, the conversations of people 
experiencing emotions provide an avenue through which to explore the social structure of 
emotions. Indeed, emotions provide a link between the individual and the society; 
individuals are connected to society through the emotions that they experience.
4.4.2 Emotion Work
In short, those studying the sociology of emotions have approached it from two stand 
points. Both aspects are seen through the concept of emotional labour. It is argued that 
unlike physical labour, emotional labour lacks a well developed analytical and theoretical 
history (Hochschild, 1983). As the introduction of this section highlights, attention has 
been drawn to the social construction of emotions, yet it remains largely unexplored in 
relation to the labour process.
With regard to the first aspect, a study by Hochschild (1983) offers an interactive model 
of emotions in relation to feminine work in the labour market. She defines emotion in a 
different sense. Central to her theory is the premise that the management of emotion, that 
is "Emotion Work", has become an added qualification for one's participation in the labour 
force. For example, flight attendants must sustain an convivial appearance at times of 
intense irritation and fatigue. Through interviews with female airline flight attendants, she 
highlights that cultural ideologies, sexual stereotypes and economic factors shape 
emotional displays. In other words, emotions are twisted to fit the culturally and
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economically dominant male conception of femininity in the public eye. To put it more 
simply, Hochschild (1983) uses the term emotional labour to describe the management of 
feeling to create a publicly observable facial and bodily display. Emotional labour is sold 
for a wage and therefore has an exchange value. For people in the service-related industry, 
the smiles are a part of their work.
The second aspect is in opposition to the first aspect. It argues that the significance of 
emotional labour, both within the family unit and in the work place, has come to be 
recognised in recent years. In this study, "Emotion Work" is interpreted in two senses. In 
a study contrasting care in a domestic (family) and an in-patient (Hospice) setting, James 
(1992) identifies emotional labour as an integral component of the "domestic" and 
"workplace" care work. She defines "Emotion Work" in terms of tending to the emotions 
of others. A critical dilemma of emotional labour concerns knowing what is right for each 
individual being cared for.
Informally at least, emotional labour is a fundamental ingredient of public health care. 
Consider the emotional support provided by family and friends, or the friendliness of 
domestic staff with the patients in a hospital. This idea is also supported by Smith (1992). 
James further contends that the relative invisibility of emotional labour and its associations 
with woman and family care, has resulted in its ambivalent status. However, an increasing 
inclination towards "Individualized" care plans, coupled with the emergent emphasis upon 
"Total Quality Management", suggests the urgency of making such invisible practices 
more overt.
In addition, emotional labour is recognised as an action and a reaction, governed by social 
forces like any other. The two aspects of "Emotion Work" described above (tending to the 
emotions of others and managing one's own emotions whilst supporting others), simply 
represent two dimensions of the same phenomenon. These two activities go hand in hand: 
one cannot be carried out without the other. This aspect of emotional labour is later 
studied in a number of other occupational groups, such as criminal interrogators, debt
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collectors (Sutton, 1991), and Mcdonald's counter servers (Leidner, 1993).
Additionally, the critical factor that distinguishes the emotional labour in the service 
industry from the emotional labour in nursing, is the relationship of staff with their clients. 
From the nursing point of view, emotional labour refers to how well the nurse handles 
his/her emotions (James, 1992; Smith, 1992; Denzin, 1970). In other words, how 
personally one should feel for people in a difficult predicament. Whilst in the service 
environment, emotional labour describes the process of suppressing different emotions, as 
one has to maintain the atmosphere of happiness, etc. Service staff do not have to 
empathize for the clients in the same way that a nurse feel for his/her patients. For 
example, a waiter should therefore remain cheerful, and happy all the time.
4.4.3 The Concept of Management of Emotion in Supervisory Work
The issues of "emotion work" previously mentioned, deal mostly with the feeling that 
occur during the process of interaction between two individuals or more. It could be seen 
that the early study of emotional labour focuses mainly on the relationship between the 
served and the server, such as between a customer and the service provider (Hochschild, 
1983; Sutton, 1991; Leidner, 1993), or between patient and nurse (James, 1992; Smith, 
1992). This term "emotional labour" refers to the expression of emotion by servers, when 
they deal with persons whom they provide the service for. However, Briner (1995) argues 
that there is evidence for a general increase in emotion management demands at work, and 
that an understanding of emotion in organisations is becoming crucial for management in 
understanding dynamics within the organisation.
This present research attempts to discuss the concept of the management of emotions at 
the supervisory level. This is because many studies have commented that supervisory work 
requires supervisors to acquire good interpersonal skills, yet do not discuss the subject of 
the supervisor’s expression of emotion at work (Brikland, 1994; Dwyer, 1994; Levine, 
1994; Rice, 1994; Critten, 1993; Bittel and Newstrom, 1990; Macdonald, 1982). Some
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argue that a supervisor should be able to handle staffs emotional problems, but again do 
not recognise the management of emotions of the supervisors themselves (Ramsey, 1995; 
Covey, 1994; O'Driscoll and Beerhr, 1994).
One hypothesis of this research is to test the notion that a supervisor should be able to 
manage his/her emotion when making any contact with the operative staff. The following 
paragraphs will focus on the previous studies of this "emotion work". It is important to 
review ideas already developed and key research concepts on emotional labour, as well 
as comments on emotional expression and experience at work, in order to provide the 
reader with a background knowledge about the concept of emotional management. Thus, 
this section will be directed towards the discussion of the emotional labour and 
management of the emotions of supervisors in the restaurant service environment.
Regarding key concepts of emotion in the service industry, Hochschild (1983) clearly 
defined the term emotional labour and explains how it has been exploited, if not 
acknowledged and paid for, in many people oriented work roles throughout history. As 
an example she researched the selection, training, preparation and everyday work 
expectations of air stewardesses working for an American Airline, and systematically 
extracted the emotional labour component. She discovered three essential factors that must 
be presented before emotional labour is able to be performed.
Firstly, they require visual or verbal contact with the public. Secondly, they require the 
worker to produce other emotional states, such as gratitude or fear, for example. These 
allow the employer, through training and supervision, to exercise a degree of control over 
the emotional activities of employees.
By being a participant observer in training sessions with newly recruited cabin staff, 
updating for experienced staff and interviewing stewards about their job, Hochschild 
clearly demonstrates that it is the emotional labouring that is prime importance to the role 
as far as employers are concerned. These emotions are much more significant to the
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airline, than knowing the emergency procedures and being able to mix the right drinks. 
They want people who will transmit the company ethos directly to the customers, because 
it is the personal contact that is probably the greatest asset an airline has which 
distinguishes it from its rivals. It is the job of the cabin crew to make the customer feel 
so welcome, so relaxed and personally looked after, that they fly with the same airline 
again. It is not enough simply to say the right words, the customer has to feel that the 
words are sincere and genuine. In order to exude the correct degree of warmth and 
personableness the worker has to convince herself that these feeling are indeed his/her 
own, to the extent that the whole presentation appears natural and unrehearsed. Refresher 
courses and on-the-job supervisors ensure that this work is completed.
Hochschild identifies two ways of presenting the correct emotional display in the work 
situation. Surface acting refers to an outward display where the actor does not experience 
the emotion. Deep acting refers to a display of emotion where an actor does experience 
the emotion. Moreover, some institutions have become so sophisticated in the techniques 
of deep acting, that they suggest to employees how to imagine and thus how to feel.
In the case of the cabin crew, the training programme suggested various techniques for 
become more tolerant of a rude customer. This includes imagining that he/she must have 
had a really awful day, and that the employee would like people to treat him/her in a 
similar manner. Employees recognised that often after a shift they were mentally 
exhausted and felt rather disconnected from how they really felt, such that it often took 
several hours to unwind and reconnect with themselves. This concept of emotional labour 
has suggested that the invisible component of the work left staff feeling exhausted, when 
they had appeared to have done "nothing".
In brief, the key concepts of Hochschild's "emotional labour" are that emotional labour 
has exchange value (i.e. one is paid to do it). It is a requirement of the job that certain 
emotions are displayed. She raises two questions; to what extent do employees engaged 
in emotional labour really experience the emotions they display; and to what extent do
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they put these emotions on show. Consequently, Hochschild proposes the concept of 
surface acting and deep acting. It accredits the effort of an actor in trying to display 
appropriate emotion, when he/she has to involve him/herself in the invocation of thoughts, 
images,and memories to induce the associated emotion.
However, Ashforth and Humphrey (1993) discuss the way that the perspectives on 
emotional labour could be enriched by incorporating the concept of identity. They argue 
that the negative effects of emotional labour on the well-being of the service provider, are 
moderated by identification with the role. Indeed, identification may render emotional 
labour enjoyable and enhance well-being. Two points were further maintained that, firstly, 
surface acting and deep acting trigger psychological pressures to align one's experience 
of emotions with one's expression of emotions, but that service providers may use various 
behavioural and cognitive defense mechanisms to mitigate these pressures and thus 
forestall identity realignment.
Secondly, organisations often attempt to recruit, select socialize and reinforce the 
internalization of and compliance with display rules, in occupations where emotional 
labour is central to the work role. Identification however, carries an emotional risk that 
it may psychologically bind one to the role, such that one's well-being becomes more or 
less yoked to perceived successes and failures in the role.
At this stage, it could be summarised that when considering how employees carry out 
emotional labour, a distinction has been drawn between surface acting (where emotion is 
not felt) and deep acting (where the emotion is felt); (Hochschild, 1983). However, 
Ashforth and Humphrey (1993) suggest that emotional labour may not require conscious 
control, since many emotional labour jobs become routine, such that no deliberate effort 
is actually required. Therefore, some emotional expression at work can be thought of as 
relatively genuine. This concept is also agreed by Waddel (1995). It may be that where 
an employee strongly identifies with a role, they spontaneously feel and display the 
required emotion.
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Ashforth and Humphrey (1993), further discuss the concept of display rules and feeling 
rules. Display ntles, which specify which emotions employees should display, will vary 
across organisations and roles. They could be explicit and clearly stated, such as in 
training, or in the form of publicly listed rules (Rafaeli and Sutton, 1989). Or it could be 
the language used in the organisation: such as referring to customer as "guest", (to 
encourage displays of emotions, which are similar to those used by a host/hostess 
(Leidner, 1993)). Hence, display rules can also be implicit and leamt through more subtle 
socialisation processes (Rafaeli and Sutton, 1989). Such rules are also likely to depend on 
a number of factors, such as the cultural, organisational and industry context.
Yet Briner (1995) argues that to have display rules, whether implicit or explicit, does not 
guarantee that they will be followed. Employees may follow rules rather than break them 
for many reasons. Firstly, they may simply comply with the rules they observe without 
thinking about them. Secondly, they may follow the rules, because their work identity is 
a central part of their broader social identity. One example would be when a hotel 
receptionist express his concern for a guest's problem. Such action is regarded to be both 
consistent with the display rules for the profession, and his own rules and social identity 
(Ashforth and Humphrey, 1993). Thirdly, employers may offer rewards if display rules 
are observed, and punishment if they are broken. Finally, employees may follow and even 
extend the display rules, where doing so may result in personal financial gain through tips 
from customers. In other words, some staff know that emotional displays do increase 
tipping (Crusco and Wetzel, 1984).
In comparison to display rules, Feeling rules specify those emotions employees ought to 
feel and which form an important aspect of the professional role, or these which may be 
present to ensure that emotional displays are as authentic as possible. It is defined as the 
emotions a employee should feel in various circumstances. For example, a waiter may be 
expected to demonstrate a caring attitude towards the customer and he may find that such 
feelings also occur spontaneously. Briner (1995) comments that in work involving 
emotional labour, the most important role of "feeling rules" is to ensure that the employee
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can generate emotional displays which are perceived by clients and the customer as 
authentic. Rafaeli and Sutton (1987) suggest that in addition to these feeling rules 
specified by the organisation or the role, employees also have personal internalized feeling 
rules which specify how they think they should be feeling in particular situations. That 
is, they have their rules which determine the consequences of differences in displayed and 
felt emotions. Thus, Briner (1995) argues that "felt emotions" and "displayed emotions" 
are more or less similar to each other. The relationship between felt and displayed 
emotions will depend on the expectations and norms surrounding emotional displays and 
experiences.
Fineman (1993) summarises the organisation's feeling rules through two issues. The first 
concerns the instructions issued on how staff should create the "right" impressions in their 
various occupational settings or moments. The second concerns the subtle combination of ! 
working arrangements and the social history of the workplace. Such unspoken and 
invisible rules will regulate the management of behaviour, as well as the open expression 
of feelings. He further argues that all organisations have zones of expressive tolerance 
which are likely to vary according to the organisation of certain strong emotions (anger, 
moral outrage, grief or stress) when these are driven to the margins and shadows of the 
organisation, they become defined in terms of "something that is really wrong" with the 
person.
Regarding the display rules of emotion outside of the emotional labour tasks, Briner 
(1995) further argues that there is evidence for a general increase in emotion management 
demands at work, as many jobs which are not traditional emotional labour jobs do actually 
involve elements of emotional labour. He argues that the concept of emotional labour is 
practiced not only in the emotional labour jobs, but also in the non-emotional labour ones.
But in non-emotional labour jobs, the displays of emotion are usually taken as indicators 
of felt emotion. It is important to consider these indicators since the specific feeling state 
of an employee may have a direct effect on the performance of certain tasks.
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Briner discusses some implications for understanding emotion in organisations as follow; 
firstly, the need for theories which explain the dynamics of emotional experience and 
expression. Secondly, the development of theories to explain the relationship between 
short and long term emotional experiences and judgements. Third, is the importance of 
the role of the self and self-identity in dissonance (employees faking their emotion when 
displayed emotion and feeling are congruent, but felt emotion is different) and deviance 
(displayed emotion is incongruent with feeling rules, but congruent with felt emotion). 
Lastly is the need to take into account the historically contingent nature of "real feeling" 
and self-identity in relation to work.
Of all those four implications suggested by Briner (1995), there are two of his findings 
that seem to be associated with this present research. The first concerns Briner's 
implication for understanding longer-term feelings and emotional judgements, and how 
these influence and are influenced by shorter-term emotions. For example, an employee 
who does feel valued and cared for by an organisation is unlikely to experience this 
feeling on a daily basis. Hence, what kinds of short-term emotional experiences lead to 
these longer-term feelings? Another implication focuses on the importance of the role of 
the self and self-identity in dissonance (employees faking their emotion when displayed 
emotion and feeling are congruent, but felt emotion is different). This is because in 
relationships between supervisors and staff, there are times when supervisors use their 
power over staff, so that the staff cannot fight back due to their role as subordinates. 
Consequently, staff are suppressing their normal emotions since they cannot retaliate when 
they would want to.
This research might not be able to explain the relationship between these "short-term" and 
"longer-term" emotional experiences of staff, or explain what subordinates really feel 
when they have to suppress their real emotions, (when badly supervised). However, what 
this research attempts to achieve, is to identify these "short term experiences". That is, (as 
observed through their comments about their supervisors) the feelings of employees on 
a daily basis, in relation towards their supervisors, who have the closest contact with them
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in the organisation. To put it more simply, it is expected that this research can provide 
some clues about what staff really experience during close contact with their supervisors.
Since the nature of supervisory work demands the restaurant supervisor to interact with 
customers, "emotional labour" is required as part of their uniform. Hence, in relation to 
their subordinates, they are sooner or later required to perform this concept of emotional 
labour towards their staff as well.
In summary, Hochschild (1983) and Ashforth and Humphrey (1993) have arrived at an 
understanding about the concept of employees' emotion when they are interacting with the 
customers. Briner (1995) and Fineman (1993) argue that the concept of emotional labour 
is also practiced (by staff) outside of the service related jobs, since staff are required to 
display emotion which complies with the organisation's "feeling rules". They also discuss 
the emotions employees experience when working for the organisation.
Hence, this present research, (with respect to staffs feelings which may have an effect on 
their performance) aims to discuss two means of considering emotional labour in the 
organisation. Besides the first aspect, where the focus of the attention is placed on the 
emotions, of subordinates when complying with the organisation's feeling rules, there is 
another important area, where the management of emotion is regarded to be part of their 
jobs; namely the people at a supervisory level. This is because in some situations, the 
organisation displays rules which require supervisors to practice the concept of emotional 
labour and, the displays of emotion are related to the performance of the task of 
supervisors. In other words, supervisors should commonly display positive emotions when 
communicating with staff. As a result, restaurant supervisors are expected to perform and 
practice the concept of emotional labour to both their customers and their operative staff.
4.5 Conclusion
This chapter provides a fundamental understanding about the perception processes of staff
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towards their supervisors. In the collection of data they will be asked to comment about 
their supervisors. It is therefore necessary for a researcher to understand those limitations 
and restrictions in the perception process, so that the appropriate tools for data collection 
can be designed with consideration. As a result, the nature of human perception in general 
has been briefly reviewed. It argues that a person categorises other people by considering 
the intention to communicate and roles of the stimuli person. Following this, the impact 
of person perception as well as stereotyping on people’s judgement of others, was also 
discussed.
Additionally, an understanding about stress resulting from work, as well as the concept 
of emotion at work was reviewed. Since work related stress can have a bad influence on 
productivity, it is also assumed to have a vital impact on the relationships amongst 
employees. During the communication process, staff do not only receive a message, but 
also experience some sort of emotional expression from their supervisors. Consequently, 
the purpose of this research is to demonstrate that a greater understanding about the 
expression of the emotions of a supervisor is needed, if one wants to have a better 
understanding about the relationships between staff and supervisors.
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Chapter Five Culture
This research does not attempt to use culture as a crucial factor to understand the meaning 
of the data. It is necessary to remember however, that this research has been conducted 
in Thailand, where culture affects some of the characteristics of its people as well as their 
ways of thinking (Komin, 1991; Hofstede, 1991). This chapter will therefore deal with the 
significance of culture on the perception of people, as well as the influence and 
relationships within an organisation. This will be achieved by focusing on the importance 
of social distance. In addition, the nature of Thai culture and its values, as well as the 
impact it makes on the behaviour of Thai people will be analysed.
5.1 Definition of Culture
Culture is defined as "a way of life of a group of people, the configuration of all of the 
more or less stereotyped patterns of learned behaviour, which were handed down from one 
organisation to the next through the means of language and imitation" (Bamouw 1963). 
Kroeber and Kluckhohn (1952) wrote that "Culture consists of patterns, explicit and 
implicit and behaviour acquired and transmitted by symbols, constituting the distinctive 
achievement of human groups, including their embodiment in artifacts; the essential core 
of culture consists of traditional (i.e. historically derived and selected) ideas and especially 
their attached values; culture systems may, on one hand, be considered as products of 
action, on the other as conditioning elements of further action."
Carrol (1982) and Alder (1991) support these ideas defining culture as something shared 
by all or almost all members of a group, who try to pass it on to the younger members; 
and something (as in the case of morals, laws, and customs) that shapes behaviour, or 
structures one's perception o f the world.
Culture is not a characteristic of the individual, it encompasses a number of people who 
were conditioned by the same education and life experience. When one speaks of the
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culture of a group, a tribe, a geographical region, a national minority, or a nation, culture 
refers to the collective mental programming that these people have in common, 
programming that is different from that of other groups, tribes, regions, minorities or 
nations.
Beside, culture is one of the most important factors that distinguishes human beings from 
other living creatures whose actions are directed by instinct. That is, human beings learn 
how to behave rather than inheriting their behaviour patterns biologically. They share 
much of their behaviour with other members of the society to which they belong. The 
learned, shared behaviour of members of a society is therefore termed as culture. 
Goodman et al,(1967) clarified the idea by giving an example of customs concerning 
marriage and family life, which indicate the variety of human behaviour. In traditional 
China, a woman's father or one of her brothers is responsible for finding a husband for 
her. If a woman does not marry, her entire family is disgraced. When unmarried female 
missionaries came to China from the West, they were thought to be escaping from the 
shame brought about by the failure of the men of their household to find them a husband. 
This example shows that each society has a different way of living. Yet the reason for 
why and how national characteristics differ among these groups of people, can be traced 
through their patterns of thinking which have been influenced by their national culture.
In this sense, culture could also be regarded as a way of life of members of a society. 
People need culture to meet even the most basic of human needs. For instance, they have 
no instincts to tell them what is edible and how to prepare food and eat it. Without 
culture, human society would not exist.
5.2 The Role of Culture
Culture, as the end product of society, generally refers to the collective experience, 
behaviour and values of a group of people, which influences the way they think, feel and 
act according to their perception of reality. Every person therefore, carries within him or
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herself patterns of thinking, feeling, and potential acting, which have been learned 
throughout their lifetime. Hofstede (1991) called these patterns of thinking, feeling, and 
acting, "mental programs" or the "software of the mind", which distinguishes the members 
of one group or category of people from another. The sources of one's mental programmes 
lie within the social environments in which one grew up and collected one's life 
experiences. The programming starts within the family; it continues within the 
neighborhood, at school, in youth groups, at the work place, and in the living community.
Hofstede (1991) further argues that as culture is not inherited but learned, and derives 
from one's genes, it should therefore be distinguished from human nature on one side and 
from an individual's personality on the other. Human nature is what all human beings have 
in common; it is inherited through one's genes. The human ability to feel fear, anger, love, 
joy, sadness; the need to associate with others, to play and to exercise oneself, the facility 
to observe the environment and to talk about it with other humans, all belong to this level 
of mental programming. However, what one does with these feelings, how one express 
fear, joy, observations and so on, is modified by culture.
On the other hand, the personality of an individual is his/her unique personal set of mental 
programs, which he/she does not share with any other human being. It is based upon traits 
which are partly inherited with the individual's unique set of genes and partly learned. 
This "Learning" is modified by the influence of collective programming (culture), as well 
as unique personal experiences. Additionally, cultural traits have often been attributed to 
heredity, because philosophers disregard the impact of learning from previous generations 
and of teaching these to a future generation. Consequently, racial and ethnic conflict is 
often justified by unfounded arguments of cultural superiority and inferiority. For example, 
the stereotypical way of thinking, which believes that a white person is somehow more 
intelligent and smarter than a coloured person.
Nevertheless, the work of Alder (1991) suggested that "people in all cultures are parochial. 
By this is meant that they do not recognise other people's different ways of living and
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working, nor that such differences have serious consequences". In other words, most 
people always judge others by the way they see themselves and do not consider the 
difference between cultures. This could then lead to misinterpretation and failure in 
communication. For instance, in business, Americans speak fewer foreign languages, 
demonstrate less interest in foreign cultures, and are more naive in international business 
situations than the majority of their trading partners, who realise the significance of 
acknowledging cultural differences.
5.3 Dimensions of National Cultures
Cultural influences depend on the different traits of the cultural groups. This research 
attempts to explain the possibility of culture being one of the factors affecting productivity 
and quality of work in the hospitality industry in Thailand. It is an intention therefore, to 
explore the dimensions in cultural differences.
Hofstede (1981, 1984) conducted research on projects based on factor analysis of data 
from a major empirical study, to provide insights into national culture difference. He 
produced four dimensions. The research conducted (concerning the values of employees 
in different countries) revealed common problems, but with solutions differing from 
country to country, in the following areas:
1) Social inequality, including the relationship with authority;
2) The relationship between the individual and the group;
3) Concepts of masculinity and femininity; the social implications of having been 
bom a boy or a girl;
4) Ways of dealing with uncertainty, relating to the control of aggression and the 
expression of emotions.
As a result, Hofstede (1981, 1984) claimed that his results represent dimensions of culture. 
A dimension is an aspect of a culture that can be measured relative to other. The 
following issues qualify as common basic problems worldwide. These are, power distance 
(from small to large), collectivism versus individualism, femininity versus masculinity, and 
uncertainty avoidance (from weak to strong). More recently (Hofstede, 1991), a fifth
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dimension of differences among national cultures was identified, opposing a long-term 
orientation in life to a short-term orientation. The following are Hofstede's five dimensions 
of cultural difference in relation to their effects in the work place.
"Power Distance” can be defined as "the extent to which the less powerful members of 
institutions (such as the family) and of organisations (such as business companies) accept 
and expect that power is distributed unequally" (Hofstede, 1991). This dimension places 
cultures on a continuum from relatively unequal (large power distance) to relatively equal 
(small power distance), as defined by the employees, not the management. One is aware 
that "all societies are unequal, but some are more unequal than others".
In most of the small power distance countries (e.g. Western countries) there is limited 
dependence from subordinates on the bosses, and a preference for consultation; that is, 
interdependence between boss and subordinate. The emotional distance between them is 
relatively small: the subordinate will quite readily approach and contradict his/her boss. 
In large power distance countries (Eastern) there is considerable dependence from 
subordinates on their bosses. Subordinates respond by either preferring such dependence 
(in the form of an autocratic or paternalistic boss), or rejecting it entirely. In psychology 
this is termed as counterdependence; that is dependence, but with a negative aspect. Large 
power distance countries thus show a pattern of polarlisation between dependence and 
counterdependence.
According to Hofstede (1991), the emotional distance between subordinates and their 
bosses is large. In the large power distance countries, subordinates are unlikely to 
approach and contradict their bosses directly. Superiors and subordinates consider each 
other as existentially unequal; the hierarchical system is felt to be based on this existential 
inequality. Organisations centralise power as far as possible within a few hands. 
Subordinates are expected to be told what to do. The ideal boss, in the subordinates' eyes, 
is a benevolent autocrat or "good father". After some experiences with a "bad father", they 
may ideologically reject the boss's authority completely, while in practice they will
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comply. Moreover, relationships between subordinates and superiors in a large power 
distance organisation are frequently loaded with emotions.
’Individualism versus Collectivism” place cultures on a continuum, from people being 
relatively alone to people being relatively together. On the individualist side, the ties 
between individuals in the societies are loose. Everyone is expected to look after 
him/herself and his/her immediate family only. In contrast, on the collectivist side, one 
would describe societies in which people from birth onwards are integrated into strong, 
cohesive in-groups: often extended families (with uncles, aunts and grandparents) who 
continue protecting them in return for unquestioning loyalty.
Regarding individualism and collectivism in the work place, employed persons in an 
individualist culture are expected to act according to their own interests, and should bef 
organised in such a way that this self-interest and the employer's interest coincide ? 
Workers are supposed to act as "economic men", or as people with a combination of 
economic and psychological needs, but in either case as individuals with their own needs.
However, in collectivist countries, an employer never hires just an individual, but a person 
who belongs to an in-group. The employee will therefore act according to the interests of 
this in-group, which may not always coincide with his or her individual interest. Self- 
effacement in the interest of the in-group belongs to the normal expectations of such a 
society. Often earnings have to be shared with relatives.
The workplace itself in a collectivist society may become an in-group in the emotional 
sense of the word. In some countries this is more the case than in others, but the feeling 
that it should be this way is nearly always present. The relationship between employer and 
employee is in moral terms. It resembles a family relationship, with mutual obligations 
of protection in exchange for loyalty. Poor performance of an employee in this 
relationship is no reason for dismissal: one does not dismiss one's child. Performance and 
skills however, do determine what tasks one assigns to an employee. In individualist
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societies, the relationship between employer and employee is primarily conceived as a 
business transaction; a calculative relationship between buyers and sellers on a "labour 
market". Poor performance on the part of the employee, or a better pay offer from another 
employer are legitimate and socially accepted reasons for terminating a work relationship.
’Masculinity versus femininity” serves to position cultures on a continuum, from relatively 
tough to relatively tender. This 'masculine' pole is defined as assertive and competitive, 
whereas the 'feminine' pole is modest and caring. It was found that woman in feminine 
countries have the same modest, caring values as men. However, in the masculine 
countries they are assertive and competitive, but not as much as the men. These countries 
therefore show a gap between men's values and women's values (Hofstede, 1991)
In the workplace in the masculine cultures, there is a feeling that conflicts should be 
resolved by a good fight. Conversely, in feminine cultures there is a preference for 
resolving conflicts through compromise and negotiation. The family within a masculine 
society socialises children towards assertiveness, ambition, and competition. Organisations 
in masculine societies stress results, and want to reward them on the basis of equity, (i.e. 
according to individual performance). The family within a feminine society socialises 
children towards modesty and solidarity, and organisations in such societies are more 
likely to reward people on the basis of equality as opposed to equity, (i.e. according to 
everyone's need.
In masculine cultures a humanised job should give more opportunities for recognition, 
advancement and challenge. In feminine cultures a humanised job should give more 
opportunities for mutual help and social contacts. Masculine and feminine cultures create 
different management hero types. The masculine manager is assertive, decisive, and 
"aggressive", while the feminine manager is less visible, intuitive rather than decisive and 
accustomed to seeking consensus. Feminine cultures have a relative advantage in service 
industries such as consulting, and in handling matters such as high-yield agriculture and 
biochemistry.
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"Uncertainty Avoidance" relates cultures on a continuum from relatively rigid to relatively 
flexible. It also indicates to what extent a culture programmes its society to feel either 
uncomfortable or comfortable in unstructured situations, which are unknown, surprising 
and different from usual. Uncertainty avoidance cultures try to minimize the possibility 
of such situations, through strict laws and rules, safety and security measures and so on. 
Those in such cultures are more emotional and motivated by inner nervous energy. The 
opposite type are more tolerant of differing opinions and they try to have as few rules as 
possible. They are therefore, more indifferent and contemplative and are not expected by 
their environment to express emotions.
This dimension is therefore the extent to which the members of a culture feel threatened 
by uncertainty or unknown situations. This feeling is, among other things, expressed 
through nervous stress and the need for predictability: a need for written and unwritten 
rules. Laws and rules refer to ways in which a society tries to prevent uncertainties in the 
behaviour of people.
Additionally, Hofstede's comment about the expression of emotions of people is also 
interesting. He argues that in coping with anxiety: the state of being uneasy or worried 
about what may happen, the more anxious cultures tend to be. In countries with strong 
uncertainty avoidance, people come across as busy, fidgety, emotional, aggressive and 
active. They are the places where people talk with their hands, where it is socially 
acceptable to raise one's voice, to show one's emotions. In contrast, aggression and 
emotions are not supposed to be shown in weak uncertainty avoidance countries. People 
who behave emotionally or noisily are socially disapproved of.
Regarding the uncertainty avoidance in the work place, in uncertainty avoiding societies 
there are many formal laws and/or informal rules controlling the rights and duties of 
employers and employees. This dimension of uncertainty avoidance leads to a reduction 
of ambiguity. There are also many internal rules and regulations controlling the work 
process, although in this case the power distance level plays a role too. Where power
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distances are large, the exercise of discretionary power by superiors replaces, to some 
extent, the need for internal rules. The need for laws and rules is not based on formal 
logic but on psycho-logic. The need for rules in a society with a strong uncertainty 
avoidance culture is emotional. Members of governments, civil servants, employers, and 
employees, have been programmed since their early childhood to feel comfortable in 
structured environments. As little as possible should be left to chance. This emotional 
need for laws and rules, often leads to the establishing of rules or rule-oriented behaviours 
which are clearly nonsensical, inconsistent, or dysfunctional. That is, people in such 
cultures look for a structure in their organisations and relationships which makes events 
clearly interpretable and predictable. Conversely, in countries with very weak uncertainty 
avoidance there seems to be an emotional horror of formal rules. Rules are only 
established in the case of absolute necessity.
Last but not least, "Long-Term Orientation versus Short-Term Orientation" positions 
culture on a continuum, from relatively long term oriented to relatively short term 
oriented. Values positively rated are thrift and perseverance, which are oriented towards 
the future, whilst values negatively rated concern respect for tradition and protecting one's 
"face", which deals with the past and the present.
5.4 The Elements of Culture
Hofstede (1991) explained that many terms were used to describe manifestations of 
culture. Alternatively he introduced the following four which together cover the total 
concept: symbols, heroes, rituals and values. These four elements of culture are depicted 
in figure 5.4, like the layers of an onion, from superficial to deep.
Symbols are words, objects and gestures specific to a given culture that carry a particular 
meaning, and whose subtle meaning is only recognised by insiders. For example, in an 
organisation, symbols include company jargons, ways of dressing and so on. Heroes are 
real or imaginary people, dead or alive, who serve as models of behaviour within a
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culture. Rituals are collective activities, which although technically unnecessary, are 
socially essential within a particular culture. Countries, ethnic and religious groups have 
their rituals. For instance, ways of greeting and paying respect to others, or social and 
religious ceremonies. Or, in the case of organisations, rituals include celebrations, formal 
activities such as business luncheons, meetings and so on, as well as how certain activities 
are performed; who is invited for what, who arrives at what time, and such like. These 
three elements are placed under "practices", since together they represent the visible part 
of a culture.
The core of culture is formed by values. Values represent the deepest level of culture. 
Moreover, they are invisible and can only be inferred from people's behaviour. Values are 
broad feelings, often unconscious to those who hold them, about what is good and what 
is evil, beautiful or ugly, normal or abnormal.
These cultural values; the major beliefs which have a crucial influence on the behaviour 
of people, are also regarded as playing a significant part in influencing perception. This 
idea of a value is in line with what Hofstede (1985) defined as "a broad tendency to prefer 
certain states of affairs over others". He then further comments that values are 
distinguished into, values as desired (which refer to the activity and evaluations of each 
individual: i.e. important, successful, preferred) and values as desirable (which refer to the 
evaluation of people in general: i.e. good, right, and what should be). Each individual 
carries with them both types of values at all times.
The work of Alder (1991), which focused on the influence of culture on behaviour has 
suggested that values are relatively general beliefs that either define what is right and 
wrong, or that they specify general preferences which influence the selection of each 
individual, from available modes, means and ends of action. Above all, values can be both 
consciously and unconsciously held. As a result, attitudes (a construct that express values 
and disposes a person to act or react in a certain way towards something) and behaviour 
(any form of human action), are both affected strongly by these "personal values".
114
Rokeach (1973) had elaborated a "value system"; an enduring organisation of beliefs 
concerning preferable modes of conduct or end states of existence, along a continuum of 
relative importance. Consequently, a person's total value system is like a "generalis plan" 
or a "cognitive blueprint": a subset of which, when activated, leads to action. Values, as 
beliefs about the desirable, are assumed to have cognitive, affective, and behavioural 
components, like attitudes or sentiments. A value therefore, involves some knowledge 
about the means of the ends considered to be desirable; it involves some degree oî affect 
or feeling, because values are not neutral but are held with personal feeling and generate 
effect when challenged; and it involves a behavioural component, because a value that is 
activated may lead to action.
5.5 The Influence of Values on Perception
Indeed, the effect of culture on the perception of people is vital. Culture has the strongest 
influence on human perception and fundamentally forms their behaviour, whilst also 
guiding the ways one should behave in each circumstance. Williams (1951) wrote that 
values serve as standards that one learns to use transcendentally across objects and 
situations in various ways.
In examining the function of values, Rokeach (1973) discussed that to each person, values 
will:
1) guide action;
2) guide him/her to take particular positions on various social, ideological, 
political, and religious issues;
3) guide presentations of self to others (Goffman, 1959), and guide impression 
management (Tedeschi, Schlenker & Bonoma, 1971);
4) serve to evaluate and judge him/herself and others;
5) compare himself with others with respect to competence and morality 
(Festinger, 1954);
6) serve as standards in the processes of persuasion and social influence, since 
they provide a basis for determining what is worth arguing about, or 
whether it is worth trying to influence others to affect changes in their 
thinking and behaving;
7) be used as standards to guide processes of conscious and unconscious 
justification and rationalization of action, thought and judgement.
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Therefore, in these various ways, the ultimate function of human values is to provide 
oneself with a set of standards that guide thought and action, to guide a person in his/her 
efforts to satisfy his needs and at the same time maintain and enhance self esteem. That 
is, to make it possible to regard oneself and to be regarded by others as having satisfied 
social and institutional originating definitions of morality and competence. Moreover, the 
nature of human values should clearly distinguish the value concept from other concepts 
with which it might be confused, such as attitudes, social norms and needs, and yet be 
systematically related to such concepts. For example, one value may give rise to different 
attitudes, and different values may sustain one attitude, though with varying degrees of 
intensity (Rokeach, 1973).
It is also valuable to explore the relationship between culture and perception: especially 
person perception. At this stage, when discussing the impact of cultural values on 
perception, as well as providing a clearer picture of how it works, one could refer to the 
three-stage process of person perception. When a person meets another person he recalls 
all the information he has about that person. He then interprets this information and 
therefore produces a response. At this point, it could be noticed that during the 
interpretation, the processing of information would be affected by current mental and 
physical stages, values and attitudes. "Values" in this sense refer to cultural values. Thus, 
it could be summarised that a means of studying how culture influences human perception, 
is by understanding the influence values have on an individual in that culture. Cultural 
values could therefore be marked as an important ingredient in the formulation of person 
perception, as well as shaping the individuals' values and cultural personality.
However if one takes a closer look at the service encounter, one will discover that culture 
has saliently played an important role in guiding and helping staff to relieve or even 
reduce the stress of work related problems. For example, in the Far East, where staff 
whose culture taught them to be submissive and compliant have directly applied these 
rules from their culture into the working environment (by complying with the demands 
of the customer), the stress has been naturally reduced.
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5.6 Culture and Organisation
When considered on a larger scale, one would see that culture influences people and 
organisations in two ways. Firstly, through social structures as legal and political systems, 
and secondly, through values, attitudes, behaviour, goals and the preferences of members 
of the group. To understand the influences culture has on an organisation, one could refer 
to the way culture shapes the organisation's structure and its formal procedures 
(Hofstede, 1981). It also affects the personnel policy or reward systems in the organisation, 
through its influence on motivational values. Moreover, research has shown that the 
personal values of each individual affects corporate strategy (Guth & Taguiri, 1965) and 
that managerial values affect all forms of organisational behaviour (England, 1975; 
Posener & Munson, 1979), including selection and reward systems (Brown, 1976); 
superior/subordinate relationship (Mankoff, 1979); and group behaviour, communication, 
leadership and conflict level.
Hofstede (1981, 1984, 1991) and Alder (1991) have confirmed that the cultural norms of 
motivational patterns in different countries have a substantial effect on personnel policies, 
aimed at motivating people, which will have different effects in different countries. For 
example, in individualist societies such as Western countries, the relationship between the 
individual and the organisation is calculable, based on enlightened self-interest. In 
contrast, in collectivist societies, morals are the link between individuals and their 
traditional organisations, based on the individual's loyalty towards the clan, organisation 
or society.
Hofstede's (1984) research shows that employees in the United States and Great Britain 
are motivated by personal and individual success (wealth, recognition, self-actualization), 
while in the Orient, people are motivated by security and belonging. Individual wealth is 
less important than group solidarity.
Culture also determines the process of decision-making in organisations. For example, in
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large power distance cultures, people prefer decisions to be centralised because even 
superiors have strong dependency needs in relation to their superiors, and this tends to 
move decisions to the top of the scale. On the other hand, people in small power distance 
cultures want decisions to be decentralised (Hofstede, 1980). Furthermore, culture affects 
the boss-subordinate relationship through its influence on the distribution of power and 
authority in the hierarchy of the organisation (Inkeles and Levinson, 1969).
Albert (1968) comments that "in a number of societies as remote from each other as 
Imperial China and the Central African Kingdom of Burundi, the model of filial piety, 
associated with a rigidly hierarchical ordering of all social relations, draws together in a 
single formula, masses of verbal and behavioural data. In parent-child relations, husband- 
wife relations, politics, religion and economics, the same superordinate pattern applies". 
However, the boss-subordinate relationship starts earlier in life: that of parent and child 
(Levinson et al, 1962) and of teacher and pupil (Hofstede, 1984) is a basic human 
relationship.
5.7 Thai Cultural Dimensions, Values, and Behaviour of Thai People
When defined as an accumulation of psycho-social and environmental influences acting 
on a person with a particular national boundary, culture causes people of different 
nationalities to perceive differently their relationship with fellow workers, and to satisfy 
their own needs.
Indeed, culture influences people and organisations through the values, attitudes, 
behaviour, goals and preferences of members of the group. Consequently, culture has 
created distinctive characteristics of each group of people in each separate nation. 
Conceptually, value systems, as relatively stable structures of culture held by 
representative members of the culture, can reflect to some extent, the national character 
of that culture. However, characterizing a national culture does not mean that every person 
in the culture has all the characteristic dimensions arranged in the same order of
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importance. Therefore, when describing the national characteristics one should refer to the 
common characteristic elements within that "culture" - the nations norms, or group norms 
in the case of describing particular group.
Since this study is conducted in Thailand, it is important to introduce some major cultural 
values of Thai employees. This section will commence with the summary of the 
foundation of Thai culture.
Thai culture was developed from a combination of the patterns of living of agricultural 
Thai society, the political system and the influence of two cultural links. These are the 
Indian and Chinese cultures. Indian culture had an influence in the form of Buddhism, 
which is the accepted national religion. Buddhism affects the beliefs, rituals and the 
philosophy of life in Thai society. Chinese culture has an influence on the form of family 
structure and the patterns of child-raising, which reflects the way of seeing and the out­
look of life of the Thai people, as well as Thai social values.
Based on Hofstede's (1991) work on cultural dimensions, it is argued that, firstly, Thai 
culture is a large power distance type of culture. This means that the less powerful 
members of the organisation accept and expect that power in the organisation is 
distributed unequally. Secondly, Thai culture is collective. People are relatively together 
and they are interdependent. Thirdly, Thai culture is more of a feminine dimension. People 
tend to be modest and caring and yet there is a preference for resolving conflicts by 
compromise and negotiation. Fourthly, Thailand is a relatively strong uncertainty 
avoidance country. People look for a structure in their organisations and relationships, 
which makes events clearly interpretable and predictable. This apparently implies that it 
is socially acceptable to express one's emotions. However, it may not necessarily mean 
that the expression of emotions of the supervisors is always welcomed by staff.
Finally, the dimension of short-term orientation suggests that Thai culture is inclined 
towards respect for tradition, and focuses especially on sustaining the relationship among
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people in the group. That is, they care more for the preservation of each other's "Face",
as well as fulfilling all social obligations.
In addition, empirical research by Komin (1991) has produced results which support 
Hofstede's cultural dimensions. Komin's research identified nine value clusters, based upon 
the relative correlations among values, and through the use of an inter-subjectivity method 
from a number of scholars familiar with Thai culture and personality. The research data 
supports the overall picture that the Thai social system is first and foremost a 
hierarchically structured society, where collectivism and interpersonal relationships are of 
utmost importance. This is reflected in the following nine value clusters on a continuum 
of psychological importance. The merits of these descriptions and interpretations are 
recognisable by Thai people.
For this reason, the following paragraphs will discuss in detail about some of these Thai 
cultural values, which are regarded to be significant to the working situation. The 
discussion will be based mainly on the work of Komin (1991) and in the light of the 
(Thai) cultural dimensions by Hofstede (1991, 1994). However,it is necessary to clarify 
that each cultural dimension could consist of many cultural values: for example, the
dimension of large power distance could be thought of as the end product of the
imbrication among the value of ego/face, grateful relationship and interdependent 
orientation, etc. (as suggested in table 5.7).
5.7.1 Ego Orientation
Thai people are first and foremost ego oriented, characterized by the highest ego value of 
being independent/being oneself {Pen tua knong tua eng) , and a very high value of self­
esteem. In fact Thai people have a very large ego, a deep sense of independence, pride 
and dignity. They cannot tolerate any violation of the "ego" self. Despite the cool and 
calm front, they can be easily provoked towards strong emotional reactions, if the self or 
anybody close to the self, like a father or mother, is insulted. This ego orientation also
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explains the reasons for their uncooperative attitudes and behaviours - the passive, "silent 
boycott".
Basically, it can be divided to the question of "face" and "dignity". Since the "ego" of 
Thai people is so important, it naturally follows that they have the "avoidance 
mechanism", to fend off unnecessary clashes. Indeed, this intricate mechanism is delicately 
and keenly observed by all parties involved in an interaction. The "face" is identical with 
"ego" and is very sensitive.
Generally, although "face" is a universal human characteristic, much research indicate that 
it is particularly salient for the Chinese and, it has been argued, is a key in explaining 
much of their behaviour (Stover, 1974). Since the Chinese have become the largest 
minority group in Thailand, "Face" is one characteristic of the Chinese that still exists in 
the Thai community.
Goffman (1955) defines face as "the positive social value a person effectively claims for 
himself, by the line others assume he has taken during a particular contact". Therefore, 
it is a self-image which is determined through approved social attributes, that one has 
made "a good showing". Social approval is also the sanctioning factor in achieving a 
positive self-image. The use of the sanction of an external agency as a means of social 
control over an individual, has been related to the concept of "shame", where people only 
fear making a fool of themselves (Benedict, 1946; Ng, 1977; Redding, 1980). 
Consequently, it is important to note that direct criticism causes a great loss of face, 
whereas indirect criticism cause no loss of face.
Bond and Lee (1981) have argued that face is important in the following situations. 
Firstly, when the same people meet again and again, so that no escape is allowed if face 
is lost. Secondly, where members of a society achieve their identity more through group 
participation than through individual activities. Here the act of saving another's face 
promotes cohesiveness among group members who help one another in this way. Thirdly,
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it is important in authoritarian societies, where criticism of a superior by a subordinate 
threatens the social order.
Relating this to the work work of Hofstede (1991), these values of "ego" and "face" 
strongly reflect dimensions of large power distance and short-term orientation. Since Thai 
people give tremendous emphasis to face and ego, preserving one another's ego is the 
basic rule of all Thai interactions, both on the continuum of familiarity-unfamiliarity and 
the continuum of superior-inferior, with difference only in degree. Even a superior would 
be sure not to intrude too much on the subordinate or the inferior's ego. Hofstede's 
research (1980) indicates that Thai people exhibit large power distance values. Every 
individual is required to respect these hierarchical relationships and to modify their 
behaviour within them.
For a Thai, this is not something to be taken for granted. They intuitively observe this root 
of interpersonal social rules. Since strong uncertainty avoidance enforces the social rules, 
each Thai knows the appropriate roles, the appropriate means to handle interactions when 
roles come into contact, and how far he/she can go. Consequently, this "ego" orientation 
is the root value underlying various key values of Thai people, examples include;
The "Face-sming" value, which occurs whenever there is any problem to be solved that 
would directly or indirectly involve people. The first criteria to consider is, therefore, 
saving face. A Thai person would usually find indirect ways to soften the negative 
message. Most important is to avoid public confrontation, regardless of whether it involves 
an inferior, an equal, or worst still a superior. To make a person lose "face", regardless 
of rank, is to be avoided at all cost.
The "Criticism-as’oidance" value makes Thai people dissociate ideas and opinions from 
the "ego" self. This is why strong criticism to expressed ideas is often automatically taken 
as criticism to the person holding those ideas. This means that criticism of any type is a 
social affront, and an insult to the person. A Thai person would avoid criticising not just
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a superior, but an equal and to some extent, his/her inferiors as well. Such characteristics 
are deeply internalised. If they really have to act as a critic, they often end up by hiding 
their toned-down criticisms in general and vaguely stated terms, for the person being 
criticised to figure out for him/herself. And if the person truly wants comments, he can 
seek out the critique afterwards and discuss it in private. Foreign observers would rarely 
find heated debates, arguments or strong criticisms in Thai meetings of any nature.
The "Kreng Jai" attitude roughly means "feeling considerate for another person, not 
wishing to impose or cause other person trouble, or to hurt his/her feeling". This Kreng 
Jai concept underlines a significant portion of everyday interpersonal behavioural patterns 
of Thai people. Klausner (1981) stated that it is one of the most difficult concepts for 
foreigners to comprehend. Its closest meaning is "to be considerate, to feel reluctant to 
impose upon another person, to take another person's feelings (and ego) into account, or 
to take every measure not to cause discomfort or inconvenience for another person". 
Kreng Jai refers to such an attitude, predisposed to one's resulting behaviour towards 
someone else. Kreng Jai behaviour is to be observed by all, superior, equals and inferiors, 
including intimate relationships between a husband and wife and close friends, with 
difference only in terms of degree. A Thai person knows how far he/she can go in 
displaying the degree of Kreng Jai, in accordance with different degrees of status 
discrepancy, degree of familiarity, and different situations. This is a basic social rule to 
Kreng Jai.
5.7.2 Grateful Relationship Orientation
For a culture in which relationship is as important as "ego", it is not surprising to find a 
number of relationship related values emerging and securing high ranking orders in the 
cognitive systems of the people. This could be argued as the result of the dimensions of 
collectivism and femininity, where people are interdependent and care for others in the 
same community.
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In general, the presentation of most Thai interactions are honest and sincere, and Thai 
people are bound for sincere and deep reciprocal relationships. The deepest of these is the 
psychologically invested "Bimkhun" relationship, as opposed to the "etiquettical" or 
transactional relationship. Bunkhun (indebted goodness) is a psychological bond 
between someone who, out of sheer kindness and sincerity, renders another person the 
needed helps and favours, and the latter's remembering of the goodness done and his ever- 
readiness to reciprocate the kindness. The Bunkhun relationship is thus based on the value 
of gratitude. A person should therefore be grateful to those who renders Bunkhun 
(goodness, help, favours, etc.) to him. Being grateful implies two aspects : "Roo Bunkhun" 
which means to know, acknowledge, or be constantly conscious and bear in mind the 
kindness done; and "Tob thaen bunkhun", which means to reciprocate the kindness 
whenever there are opportunities. It is an exchange relation that is not bound by time nor 
distance. Although the person who renders help, kindness and favours usually completes , 
the action without expectation of anything in return, the obligated person must be grateful. •
Moreover, this "Bunkhun" must be returned, often on a continuous basis and in variety 
of ways, because Bunkhun should not and cannot be measured quantitatively in material 
terms. It is an ongoing binding of good reciprocal feelings and lasting relationships. 
Therefore, being grateful to Bunkhun, constitutes the root of any deep, meaningful 
relationship and friendship. Certainly, there are degrees of Bunkhun, depending largely 
on the subjective perception of the obligated person, the degree of need, the amount of 
help and the degree of concern of the person who renders help. Significantly, Thai people 
are brought up to value this process of gratefulness, the process of reciprocity of goodness 
done and the ever-readiness to reciprocate. Time and distance are not the factors to 
diminish the Bunkhun.
This grateful relationship could be double-edged. Since Thai people in general are too 
Kreng Jai (Face saving value) to refuse kindness, the process o f creating gratitude is often 
used to establish Bunkhun and power connections (Komin, 1991). Thus, these values can 
also be manipulated and exploited by those who are power-oriented.
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In general, having a high value for sincere and meaningful relationship a base, followed 
by these social smoothing interpersonal relation values, one can say that the Thai 
relationship is usually a presentation of sincerity. Deep and long-term relationship results 
from a process of gradual reciprocal rendering and returning of goodness and favours, 
through successful experiences of smooth interpersonal interactions. In fact, Thai people 
find it easy to become friends. Deep friendship is not difficult to develop, even across 
hierarchies and culture, provided that "ego" is not slighted in the process of befriending.
5.7.3 Smooth Interpersonal Relationship Orientation
This orientation is characterized by the preference for a non-assertive, polite and humble 
type of personality (expressed through appearance, manners and interpersonal approach), 
as well as the preference for a relaxed and pleasant interaction. This accounts for the 
"smiling" and "friendly" aspect of Thai people, fascinating most foreign visitors.
In fact, this orientation could be based on Hofstede's dimensions of large power distance 
(people realise the hierarchical relationship), collectivism (people are relatively together), 
and femininity (people tend to be modest and solve conflict with compromise). This group 
of "other-directed" social values, which the present researcher would like to call "social 
smoothing" values, is another interesting finding of the "Thai Value Survey" (Komin, 
1991). They are reflected in the following values, listed according to their rank order of 
importance:
caring and considerate 
Kind and helpful
responsive to situations and opportunities
self-controlled, tolerant and restrained
polite and humble
calm and cautious
contented
social relations
As a group, each of these values reflects certain aspects of interpersonal interaction, traits 
or goals. Among them, the core value rests on the caring and considerate value. This is
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highest and thus psychologically more significant value, as it indicates the deepest reason 
for the smooth surface and pleasant interpersonal interactions. This value is obviously a 
Thai cultural-laden value, and an important means to maintain or preserve one another's 
feeling and ego (Raksa ncun jai kan) . This value shares the closet meaning with the 
concept of Kreng Jai discussed earlier in relation to "ego" preserving. While Kreng Jai is 
a base concept, Raksa nom Jai Kan or (being caring and considerate), emphasises to a 
greater extent the interaction aspect of the concept.
Besides showing the positive gestures of sincere kindness and concerns, (in order to have 
a smooth interaction), it also requires on the part of interactors, some characteristic traits. 
These include, having a certain degree of self control, being tolerant and restrained and, 
being polite and humble. This polite and humble "front", or polite and humble approach 
is very important for Thai people, since it soothes another's "ego". The most important 
personality trust in the Thai cultural context, is to have a soft and polite appearance, 
presentation and approach.
For interactions to be smoothly processed and to avoid conflicts, such characteristics as 
being calm and cautious, ("Jai yen"; the ability to calm oneself as well as calmly control 
situations, by taking a slow, calm and careful step), are very important. This value is 
activated when one faces problems or conflicts. These "social smoothing" values relate 
to the smooth, kind, pleasant, conflict-free, interpersonal interactions: in short, the surface 
harmony as observed by many. They are the necessary means to function successfully in 
the Thai society. They are the essential "front" or the "presentations" of Thai interactions. 
And, Thai people are intuitively keen in observing and practicing these subtly implicit 
social rules. The cognition that to respect another's ego and not to hurt others, is the core 
behind the behavioural pattern of everyday social interactions of Thai people. It is this 
value of smooth and pleasant interpersonal interaction that gives Thai people the image 
of being very friendly and Thailand, the "Land of the Smile".
Nevertheless, the suppression of negative emotions is also vital for Thai society, where
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the values of smooth interpersonal interactions are regarded to be of prime importance. 
Since the Thai world view sees violence and tragedy as the effect of human anger, social 
norms of conflict-avoidance serve a very real function in the agricultural society of 
Thailand (Keyes, 1989). In fact, the degree of emotional expression can clearly 
differentiate between the more direct, forceful, and self-assertive American interactional 
pattern, and the indirect, non-assertive, less-opinionated but pleasant, interfactional 
behaviour of Thai people. Mainly, only positive feelings and emotions are expressed. 
Together with the core values of care and consideration, the results are friendly, pleasant, 
interpersonal interaction.
At this point one distinction could be made. Hofstede (1981) argues that people in the 
strong uncertainty avoidance countries tend to express their emotions towards others. 
However, Thai people are likely to express their positive emotions and avoid expression 
of negative emotions. The reason for restraining of emotions, when dislike or 
dissatisfaction has been experienced towards someone, is in fact due to the perception of 
Thai people concerning their ’’Affiliative Personality” (Wichiarajote, 1973). This is 
because Thai society is an affiliative society, in which people are highly dependent and 
find their security in dependence and patronage of their superiors (large power distance 
and collectivism). Thus, each individual has his/her motivational drive which leads them 
to establish networks of personal relationships. This can be demonstrated in the social 
relationship frame, which focused mainly upon the Phooyai-phoonoi (superior-inferior) 
relationship, which in turn is narrowly based on the concept of Kreng Jai, (meaning 
"respectful fear"), That emphases the fearful aspect. Thai people, as representatives of an 
affiliative society, are therefore characterized by a high need for affiliation, approval and 
acceptance, which generally results in such personality traits as low self-confidence, low- 
self esteem, high dependence and emotional insecurity, etc.
5.7.4 Flexibility and Adjustment Orientation
Komin's (1991) comments that Thai people are oriented with the flexibility and adjustment
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orientation seems to contradict Hofstede's argument that Thailand is a strong uncertainty 
avoidance culture where the needs for rules is strong. However, responsiveness to 
situations and opportunities is an important element in social smoothing values (e.g face 
saving, etc.). In general, this characteristic high value of response to situations and 
opportunities, has perhaps accounted for the various interpretations of the Thai people as 
being unpredictable, non-committal, irresponsible or even selfish and opportunistic, by 
foreigners.
In general for Thai people, there is nothing as serious as to be unbendable or 
unchangeable. When confronted with a breach or deviation from the rules, the common 
reaction is, "Ja aow arai kan nak na" (meaning: don't be too strict, it's absurd). The 
general attitude towards problems is that everything can be adjusted. This flexibility value 
orientation is somehow correlated with the laxness in principles, and consequently 
reflected in certain behavioural patterns such as, "decision-shifting" behavioural patterns 
and even corruptions. The main motivating forces for switching are based on the "self, 
the "in-group" and the situation. Il is always the "person" and the "situation" which takes 
precedence over the principle and system. For this reason, principles, rules, policies and 
even agreements might not be upheld when weighed against personal relations. Instead, 
they are dispensable and can be overruled by the self (e.g. in this case, Hofstede's short­
term oriented) and ingroup interests (Hofstede's collectivism and femininity).
However, using this case as an example, Hofstede seems to contradict himself with his 
two concepts of cultural dimension. Firstly, he argued that the "strong uncertainty 
avoidance" culture has very strong needs for rules because people feel threatened by 
unknown situations. Secondly, people with a short-term orientation in life have respect for 
tradition, preservation of face, and fulfilling social obligations. Hence, it could be argued 
that people whose culture is high of both dimensions are ready to follow the rules, 
especially the traditional rules. However, does this mean that people are also ready to 
break the formal rules (of uncertainty avoidance) in order to meet social rules (social 
obligations and rules of face saving)? Since in Thailand, it seems the cultural dimension
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of short-term orientation amongst Thai people (i.e. face-saving values and ego) outweighs 
their need for strong uncertainty avoidance (i.e. principle and systems).
5.7.5 Religio-Psychical Orientation
In Thailand, Theravada Buddhism is a religion of the country and is professed by 95% 
of the total population. It has undoubtedly directly or indirectly exerted a strong influence 
on the people's everyday life. The value for religious and spiritual life has secured a very 
high and important place in the cognition of Thai people in general. However, while Thai 
people are seemingly overwhelmed by their perceived influence of Buddhism in their life, 
most of them have little deep knowledge about it.
In general, Thai people do not make a conscious effort to reach nirvana, nor do they fully 
and succinctly believe in reincarnation. It is not in the cognition of Thai people in general 
to think of reaching the ultimate state of enlightenment. In reality the concept of karma 
has almost always been used in "after-event" descriptions or attributions, with the 
differentiation between "good karma" (Bun wassana) and "bad karma" (usually referred 
to as Kani (karma)). This actual negative usage is psychologically interesting. In fact, the 
value reflects the way in which Thai culture provides the thinking rules, as well as the 
feeling rules for its members. It is indeed the impact of uncertainty avoidance (Hofstede), 
where the behavioural rules as well as the feeling rules are needed to cope with the 
unknown: the anxiety.
Indeed, the concept of "Religio-Psychical Orientation" could be linked back to the concept 
of "external locus" (Rotter, 1966) that individual vary in their perception of control. In this 
case it seems that the majority of Thai people are incline to believe that other people or 
events are the primary influences on their own circumstances. Thai people generally 
believe in the unequal "Bun wassana" of each person. That is, each person is born with 
unequal results of predestined goodness (or good karma). Thai people always use this 
concept to attribute someone else's success, fortune, high status, promotion, or having a
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good family, good children, and so on. It is used to refer to the self only as a 
conversational ploy, to humbly refuse any suggestion for higher status or anything 
associated with success or promotion, etc. In cases when it is used to truly reflect one's 
feeling, it indicates psychological acceptance of one's failure and other's achievements, 
attributing the cause of one's failure and the cause of other's achievements to something 
beyond one's ability. Thus, it helps to reduce tremendous psychological pressures on one's 
inability to measure up to one's achievement goals.
The needs for rules to cope with the anxiety (strong uncertainty avoidance) could be 
visibly recognised in the concept of karma. Thai people usually use this concept in 
situations that are associated with negative events, bad fortunes, tragedies, demotions, 
disfavor, injustice, etc., that have happened to oneself or to others. Whether or not one is 
responsible for the mishaps or negative experiences that have occurred to oneself, the 
causes of mishaps or failure are attributed to one's karma. It is not one's wrong doing that 
should be blamed, but rather the bad luck (predestine) of the situation, that is to be 
blamed. Therefore, these religious notions have tremendous psychological functions. More 
often than not, they are "after-action" rationalization or justification. They are not held in 
their cognition as predispositions to purposeful actions, as many assumptions of using a 
religious analysis have implied. It indicates that the concept of karma as a religious 
preaching to build a better life cycle, is not in reality a guiding force in regulating Thai 
social behaviour, but rather it serves psychologically as a defense mechanism for a whole 
range of negative experiences.
5.7.6 Education and Competence Orientation.
Education has been perceived more as "means" of climbing up the social ladder in terms 
of higher prestige and higher salary pay, than as an end value in itself. This functional 
value of being labelled as "educated" is very clear, and indicates that Thai people value 
and give importance to form more than content or substances. The "form" over "content" 
value seems to underlie a number of behavioural patterns: for example, bribing to achieve
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good grades, degrees and honorary degree. These cases occur, because in general Thai 
people value good form and appearance: the proper, respectable, social "front" and all the 
status and prestige relatechsymbols.
Since Thai people place higher value on the "ego" self, the "face", and social relations, 
these decorative external labels, degrees, decorations, etc, are important, fo r  the possession 
o f them would identify the owner with the respected class o f the society (Hofstede's large 
power distance). For instance, the case of the rich and powerful who are willing to gain 
honorary degrees, through some kind of donation to the institution. These empty labels 
are highly valued as indicators of prestige and honours: something to be possessed, 
without the suitable worth, or content. However, since values are always used in relative 
terms, it is not the intention to suggest that there are no Thai people who would value 
content and work diligently against obstacles, to achieve their ideal goals.
The "Form and Material Possession" value leads Thai people to value good form and 
appearance, as well as material possession orientation. They are particular about 
appearance and dressing, in quantity and quality, and with designer labels and brand 
names of all kinds. This is why imitated merchandise makes good business, for they cater 
for those who really cannot afford the genuine article. Such form and material possession 
oriented behaviour is evident in all levels of social class. People buy what they do not 
really need, but to show that they also posses them. Frugality is not one of the high values 
of Thai people. "Spending beyond one's means" is a common syndrome. As for the lower 
class, this over-spending syndrome becomes the core cause of the endless circle of 
poverty, now that everything can be bought on a hire-purchase basis.
5.7.7 Interdependence Orientation
This value orientation reflects more of the community collaboration spirit, and in a sense 
the value of co-existence and interdependence, as cooperation in rice farming by the 
members of the village is a common practice in Thailand. It is clear that collaborative
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behaviour is a dominant behavioural pattern one can observe, especially in the rural 
community.
The value of helping one another basically motivates cooperative behaviour in the 
community, and reinforces the sense of neighborhood. In Thai rural communities, like 
many other peasant societies, neighborhood relations (whether informally or formally 
defined) have been recognised as important social structural features. Neighbours help one 
another in almost every important events, such as life crisis, serious illness, births, 
ordination and funerals. Hence, relations between neighboring households in the Thai 
villages are very close. This value for interdependence and mutual help and cooperative 
behavioural patterns, remain a dominant characteristic of the rural cognitive orientation 
and rural behavioural pattern.
This other-oriented community value of interdependence and mutual help enhances the 
value of co-existence, since collectivism creates a "sense of belonging" in the Thai people 
towards their organisation (Hofstede, 1981). Moreover, when coupled with the higher 
order values of "ego", "smooth interpersonal relationship" and "flexibility", these values 
help to facilitate the co-existence of different ethnic groups in Thailand. As Thai people 
never disregard other cultural groups, cultural assimilation is successful.
5.7.8 Fun and Pleasure Orientation
Thailand has been known as the "land of smiles", stereotyped images of an easy-going 
life, enjoying the day in day out routine pleasures of life with a happy carelessness, not 
letting the troubles touch one easily, viewing life as something to be enjoyed not endured, 
and doing anything that is Sanuk (to have fun, to enjoy oneself and have a good time).
The above myths and all the general traits are somewhat general conclusions and almost, 
the standardised description of any agricultural, non-industrialized society. Empirical data 
(Komin, 1991) shows that most of these myths are untrue. They incorporate only the
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outward presentation of the "fun" and the "lightness" approach towards life in Thailand. 
This myth can be looked at and explained from two aspects: the abhorrence of hard work 
and the fun-1 eisure and "smiling" aspects.
Concerning the issue of the abhorrence of hard-work, research data showed that the 
private sectors and the lower class in fact did work hard and ranked work above fun- 
loving and pleasure. It is the Bangkokians and particularly the government officials who 
prefer fun-loving over work, and they are generally known to be very lax and inefficient 
in their job performance, as will be described later. As for the fun-1 ei sure and "smiling" 
aspect, it can be explained as the resulting behavioural pattern from maintaining a pleasant 
and smooth face-to-face interpersonal interaction, which is of a higher value. Therefore, 
most of the Thai social interactions are pleasant, light, possibly superficial, yet fun and 
humorous in nature. Joyful behaviours can be observed in any Thai party, which is usually 
characterized by small talk, gossip, jokes, teasing one another, making fun of all kinds of 
non-personal, inconsequential things and events, in a clever, humorous and amusing 
fashion. This "light" behaviour serves to maintain the joyful "front", and Thai people do 
genuinely enjoy it. In brief, this fun-pleasure value functions as the imperative mechanism, 
as a means of supporting and maintaining the more important interpersonal interaction 
value.
Furthermore, this "smiling" image is a projection of the basic inclination of being kind, 
generous, sympathetic towards other human beings, strangers and foreigners included. For 
instance, it is not uncommon to find a Thai travelling with his friend in a tour van, 
offering the sweets or fruits that he is eating with his friend, to the foreigners who happen 
to be sitting nearby: a share of his joy of eating, as if they were from his own community. 
Some foreigners might feel uneasy with such a show of "familiarity" treatment. For the 
Thai, it is nothing special and has no purpose, but is just a friendly gesture, which does 
not expect anything in return. Definitely, Thai people are not xenophobic, which could 
possibly be due to the fact that Thailand has never been colonised, and has maintained 
therefore friendly interactions with foreigners.
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5.7.9 Achievement-Task Orientation
The Thai ranked the hardworking achievement value much lower than the group o f social 
relationship values. However, it revealed that "fun" and "Sanuk" is more a characteristic 
of Bangkokians, the government officials, students and the higher educated and definitely 
not the less advantaged classes. This is consistent with the value ranking of the rural 
people, who ranked ambitious-hardworking higher than fun-loving and pleasure. In 
contrast, the government officials, students and Bangkokians ranked these values in the 
reverse order (Komin, 1991).
Yet, while Americans holding task itself and professionalism as their particular 
achievement goals, with self assertive efforts as the means of obtaining them, the 
collectivism of Thai people allows them to put prestige and social recognition as the 
underlying motives for success. Achievement in Thai is more social in nature.
As keen businessmen, they know that outside their organisations, when dealing with 
government agencies and other organisations, good relationships and connections are 
extremely important for their organisational success. Within their organisation, they know 
that through good relations with their Thai employees and fair treatment, can elicit higher 
job performance from them. Hence, for Thai people, task achievement value is usually 
inhabited by social relationship values. Submissiveness and good relations, with or without 
work, has always paid-off and lead to success in life.
5.8 Conclusion
In this chapter, the orientation about, and the nature of culture were implemented. The 
strong relationship between culture and organisation was also illustrated. Significantly, 
cultural values are the major beliefs which have a crucial influence on the behaviour of 
people, as well as influencing their perception. Value is the most important element of 
culture, as it guides the way one should behave in each circumstance. It is something that
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shapes behaviour, or structure one's perception of the world. Cultural influences depend 
on the different traits of the culture groups. Hence, Hofstede (1981) proposes five 
dimensions of Thai culture. They are; firstly, a large power distance means that each 
individual is required to respect the hierarchical relationship and to modify their behaviour 
within them. Collectivism means people are interdependent; femininity means people are 
modest and caring, they tend to end the conflict by compromising and through negotiation. 
Strong uncertainty avoidance means people look for structure in their organisation as well 
as relationships. Hence, Thai people tend to show their positive emotions towards each 
other, since negative emotions may damage the rules of smooth interpersonal relationship. 
Lastly, Short-term orientation refers to the respect of tradition, preservation of face, and 
peoples duty to fulfill social obligations.
This chapter also illustrates the relationship between Thai cultural values and the national 
behaviours of Thai people in general. In particular, that Thai society is more of a 
relationship oriented society. Thai cultural values mainly deal with the rules of how a Thai 
person should behave towards another, by regarding the difference in status, as well as 
how to maintain or preserve one another's feeling and ego. The influences of cultural 
dimensions on cultural values are also illustrated. Above all, it is vital that most values 
consist of feeling rules created by all dimensions, especially the dimension of strong 
uncertainty avoidance, which guides Thai people in how to behave in many circumstances; 
from how to deal with others, to how to cope with anxiety in life. This confirms that Thai 
people need a structure in their organisations and relationships, which makes events 
clearly interpretable and predictable.
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Chapter Six Methodology
6.1 Introduction to the study
The purpose of the research is to draw attention to the key interest of service operative 
staff about their supervisor. The research is focused on the restaurant service industry in 
Thailand.
6.2 Aim and Objectives of the study
It is the aim of this study to find the expectations of staff of their supervisors. This study 
does not assume, however, that subordinate satisfaction with their supervisors is 
necessarily related to the effectiveness of those supervisors. The research does not try to 
make judgements about good or bad supervision but about the preferences of subordinates 
about their supervisors. The objectives of this study, therefore, are:
a. to identify the leadership behaviour of Thai supervisors as perceived by their
subordinates,
b. to determine the expectations of staff from their supervisors
c. to determine the preferences of Thai operative staff about their supervisors.
d. to determine the appropriate leadership style in a restaurant service setting seen
through the eyes of operative staff
e. to identify the necessary skills required for the position of supervisor
f. to test the hypothesis and thereby investigate the attitudes of the operative staff.
1) that Thai operative staff prefer their supervisor to be "person oriented" rather than
"Production oriented"
2) that the supervisor should be able to manage his/her emotion when making any 
contact with operative staff
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6.3 Methodology
This study focuses on the attitudes of staff towards their supervisors. The following 
sections show the process through which the methodology was developed, in order that 
the best possible method of pinpointing the preferred outcome of the relationship between 
staff and supervisors could be found.
6.3.1 Research design
In this study, the focus was first placed on selecting the most suitable method of data 
collection. Many approaches were considered, i.e. questionnaire, interview, and also 
observation.
Initially, the main idea of the research was the measurement o f  leadership style. Hence, 
in considering methods of data collection, this study took into account two major theories 
which are quite contradictory. The first one was an end product of the project which has 
stimulated the greatest number of publications on leadership, which was based at Ohio 
State University (Stogdill and Coons, 1957). The series of Ohio State studies was one 
among several programmes of research which reached the conclusion that leadership style 
could best be described as varying along two dimensions. These were defined as 
"Consideration" and "Initiating Structure". Such conclusions are based upon factor analysis 
of large samples of responses to inductively designed questionnaire items. The goal of the 
researchers was to develop a standard set of validated questionnaires which could then be 
used in identical versions in a wide variety of settings.
In comparison, the second approach was considered. The 'P&M" theory was implemented 
by a Japanese researcher; Misumi (1985), who concluded that leadership style could be 
defined into two groups: "Performance oriented" (P) and "Maintenance oriented" (M). 
These are leadership functions which have to be fulfilled by any leader. However, it was 
argued that the way of fulfilling them is different depending upon situations.
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Consequently, a new questionnaire is required for every single situation.
As a major aim of this research was to identify the ideal characteristics of the Thai 
supervisor, it seemed to be a good idea, at first, to apply the Ohio State questionnaire in 
this research. Conversely, it was also useful to take into account the comments of Misumi 
(1985) concerning whether the Ohio questionnaire would measure the facts being 
conditioned by the situation. Misumi theorised that the American approach would come 
up with some global statement like "it is proved to be useful to be friendly with your 
subordinates, etc."
Having reviewed both theories, it seemed that this present work appeared closed to the 
work of Misumi rather than the Ohio studies. The aim of the research required more 
specific results. However, if one wants to follow the work of Misumi, the process should 
begin an the interview with managers as well as subordinates to produce the list of all 
behaviour which they regarded to be useful. But the completed results from a Misumi 
study lend the results to quantitative database analysis rather than qualitative analysis.
In order to escape from the logic of Misumi that one must construct a new questionnaire 
every time the situation is changed, it was decided to shift the focus of the research from 
measuring the leadership style towards identifying specific behaviours of the supervisor. 
This method could be carried out in a more qualitative way. The notion of identifying 
specific behaviour did not involve probing the context of behaviour, but rather seeing 
what supervisors actually do that was judged to be "good" or "not so good" by their 
operative staff.
This approach also avoided another problem regarding the ability of the operative staff to 
complete a questionnaire. The targeted respondents were not used to completing 
questionnaires compared with those in the management levels. Therefore, although 
conducting a survey at the operative level might have achieved a very good sample size; 
the accuracy of the results may have been questionable.
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Equally, the group discussion method was also considered as a tool for collecting 
information from the operative staff. It is agreed that Thai people are brought up to be 
collectivist (Hofstede, 1980) and would not easily express their opinions and attitudes to 
any outside party in this situation. As Pitaktepsombafs work (1988) shows, in any 
situation the appearance of a third party can affect the answers of the interviewees, as they 
prefer to give answers similar to their seniors or friends in order to please and get along 
well with them.
Although some research suggested that South-east Asians who are being interviewed will 
only express views which they think the interviewer wants to hear, Jones (1993) argued 
that this stereotypical problem need not arise, and that there is an increasing body of 
evidence to suggest that it is not true when a survey is carefully planned through every 
step, in order to avoid the distorting effects of the "Courtesy bias" (Jones, 1993). For 
example, using familiar words where such words make the respondent feel more relaxed 
and aid them to understand the question (Bradbum and Sudman, 1979).
One solution to all of the above mentioned problems lies in the form of the one to one 
interview. The questions must be limited to those for which there is no obviously 
"pleasing" answer. Therefore, the directed interview was chosen as the main research tool. 
The interview is considered as a qualitative tool of data collection, and has the merits of 
flexibility, as well as the ability to enable further elaboration of the respondent's answers. 
Hoinville and Jowell (1978) points out that interviews give "insights" and provide 
"revealing" information. Therefore, they allow for a more in-depth expression of the 
respondents' attitudes and opinions. In addition, Breakwell (1995) argues that the quotes 
allow the interviewees to speak for themselves telling their own story. The researcher acts 
as the editor only insofar as quotes must be chosen. Also she maintains that in both 
structured and unstructured interviews there are a number of guidelines to follow in 
formulating questions and in asking them. Questions should not, therefore; be double 
barrelled, or introduce an assumption before going on to pose the question, or include 
complex or jargon words, or be leading, or include double negatives, or act as catch all
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(Breakwell, 1995, p.232).
The chosen approach would be a one-to-one interview which should last from ten to 
fifteen minutes. Since this study would involve the study of how Thai staff perceive their 
supervisors, two psychological techniques were considered to structure the interview, 
namely "Repertory grid technique" and "Critical Incident technique".
Stewart and Stewart (1981) concluded that the main advantages of Repertory grid are: 
firstly, it involves verbalising constructs which otherwise would remain hidden, secondly, 
it is based on the individual's own framework, not that of the expert and, lastly it provides 
insights for both the researcher and the researched. However, it has disadvantages. Grids 
are very hard work to complete and can take considerable periods of time; any matrix can f
take up to one and a half hours to complete. Moreover, grids may be difficult to analyse #
and interpret, and there is some danger that people will rely on the structure of the 
technique to produce packaged, rather than meaningful results. Also interpersonal 
comparisons are believed to be inadequate.
The idea behind Critical Incident technique was as a method of teasing out information 
which might not be readily expressed (Flanagan, 1957). It was defined as "a set of 
procedures for collecting direct observations of human behaviour in such a way as to 
facilitate their potential usefulness in solving practical problems and developing broad 
psychological principles".
By "incident" is meant any observable human activity that is sufficiently complete in itself 
to permit inference or prediction to be made about the person performing the act. To be 
"critical" the incident must occur in a situation where the purpose or intent of the act 
seems fairly clear to the observer and when its consequences are sufficiently definite to 
leave little doubt concerning its effect. This technique has been used by qualitative 
researchers to great effect, particularly in conjunction with in-depth interviews (Herzberg 
et al, 1959). Respondents might, for example, be asked to recount particular instances in
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their work lives and to explain their actions and motives with specific regard to those 
instances.
In collecting critical incidents (Ronan and Latham, 1974), five specific conditions should 
be satisfied. Firstly, actual observations must be made of task activities and the products 
of those activities. Secondly, the aims and objectives of the activity must be known to the 
interviewee. Thirdly, the basis for the specific judgements must be clearly defined. 
Fourthly, the interviewee must be capable of judging the performance as competent or 
incompetent. And lastly, reporting must be accurate. Hence, an important issue about 
Critical Incident is concerning the "recency of events" (Koeman, 1971), that respondents 
seems to report on activities that has occurred over a long time. Thus, problems with the 
latter are minimised by requiring the interviewee to report only those incidents which he 
himself has observed within the recent past (e.g. 6-12 months).
At this point, taking into account the ability of operative staff, the critical incident 
technique seemed to be the most appropriate technique to identify the specific behaviour 
of the supervisor (both positive and negative). It was felt that the complex process of 
repertory grid might confuse the interviewee and therefore cloud their true opinion of their 
supervisor. In comparison, critical incident technique could be conducted in the ten to 
fifteen minutes the interviewer intended. The interviewees would be asked four or five 
long open questions.
6.3.2 Sampling and Pilot Work
A pilot study of interviews with ten operative staff at the head office of S&P restaurants 
was conducted. This was carried out to identify any problems and difficulties involved in 
answering the questions. The interview started with the interviewer introducing himself 
and explaining the purpose and the objectives of the interview. The staff were also told 
that this interview would not affect them or their jobs because all answers would be 
treated anonymously.
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Table 6.3.2 Summaiy of Method of Data Collection
Interview Schedule : Semi-Structured Interview
Types of questions Purpose of questions
* Open-ended Question about Demographic Details of staff
* Familiarise staff with researcher
* Open-ended Question about how they perceive their employers
* Familiarise staff with open-ended question
* Open-ended Question about the ideal supervisor
* Prepare staff for the topic of supervisor
* Open-ended Question: staff are asked to recall incidents when supervisor does 
good and bad things
* CRITICAL INCIDENT TECHNIQUE
* Question related to customer
* Open-ended Question as a closing question
In addition, Breakwell (1995, p.232) maintains that a good interview schedule has a 
rhythm to it, which takes the responder through what appears to be a set of issues which 
are sensibly related. This idea is therefore applied to this study as shown in table 6.3.2.
The results showed that Thai staff were able to recall their impressions about their 
supervisor competently. However, they feel more relaxed if they were asked some other 
questions that did not relate to their supervisors at the first instant. For example, the 
opening question might include their native towns, as most of the staff left their home to 
find jobs in Bangkok. The smiling face of the interviewer was also important as it created 
a rapport on both sides.
The next question then led them to describe how they perceived their employer. In this 
case they were asked what they liked and did not like about their employer, i.e. S&P 
restaurants. This was to familiarize the operative staff with open-ended questions. Having 
asked this question, the interviewer then let the staff think until they arrived at some 
answers. However, if some staff had difficulty in answering questions, the interviewer 
might have to provide further explanation about the question or, additionally, the types 
of situations that they could obtain an answer from, for example, bonus, welfare, 
supervisor, manager, etc.
Remarkably, it was found that respondents tended to answer quickly about what they liked 
about their employer while it took longer for them to say what they did not like about 
them. From direct observation, it could be pointed out that the reason why they took more 
time to answer the negative question was that the staff were not quite sure if there would 
be any effect if they answered negatively. But after the interviewer reaffirmed that their 
answer would remain confidential, then they answered freely.
The next question concerned the ideal supervisor. At first, this question was put almost 
at the very end of the interview, after the Critical Incident technique. However, this 
question was moved up as it seemed to improve the staffs ability to answer the open-
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ended question in the area of personal relationships. Moreover, it was noted that staff 
answered freely about the ideal person they would want to work with in the future by 
listing a few adjectives. However, they were more careful when they later recalled their 
memories about their supervisors in the next question.
Then came the critical incident. The interviewees were told to think of one of their 
supervisors. He/she could be one in this working place or from a previous job (which 
could or could not be with the S&P). Then without mentioning the name, the member of 
staff was asked what he/she thought was the best thing his/her supervisor had ever done 
and the worst thing he/she had ever done. The question was "...try to think of the time 
your supervisor handled things well..." and "...try to think of the time your supervisor 
handled things not quite so well...".
These questions, however, did not work as well as planned. Only some staff could answer 
directly without asking for the question to be repeated. A modification was made, 
therefore, changing the question into the phrase "What was the best thing your supervisor 
did that you like most?" and "What was the bad or worst thing your supervisor did that 
you didn't like?". In some cases, further modifications were required such as "what kind 
of person this supervisor is?", then the staff would give a few adjectives to describe that 
supervisor. The interviewer then asked "what did he/she do so you know that he/she is a 
(...) person?, what had happened at that time?". These questions induce a clearer answer 
from operative staff because they then described the situation and the impression they had 
on that particular supervisor. In addition, it was also noticed that, in telling bad things 
about supervisors, interviewees tended to state the contrary of what they expected from 
"the ideal supervisor" in the previous question.
In the last part of the interview, it was found that, in order to turn the attention of the 
interviewee from the topic of supervisor, it was necessary to talk about the customer as 
well as the service interaction. In doing so, the staff would feel less tense and showed no 
further anxiety about what he had said during the period of interview. Lastly, in the
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closing conversation the member of staff was asked not to disclose to the next person as 
it might destroy the freshness of the following interview.
6.3.3 Data Collection
The sample was drawn from a selection of "S&P" group of chain restaurants in Bangkok. 
It is a well established group and is regarded as the most successful company in the food 
business secter in Thailand. The company started as one small restaurant and then 
expanded into 31 branches, including the provinces of Thailand, Singapore and London. 
The number of personnel has increased from 10 to 2000 in two decades. Therefore, 
focusing in-depth on the attitude of employees who had been working with this successful 
chain restaurants, was enlightening. (See chapter seven for in-depth information about 
S&P Group).
The research began by collecting all the necessary information about the S&P restaurant 
group. A meeting with the management level of the personnel department was held and 
the reason, aims and objectives of the study were carefully explained. The personnel 
manager showed interest and gave some advice regarding the collection of data. He 
suggested that group discussions would not be appropriate for data collection in this case. 
He agreed with the one-to-one interview and supported the notion that the role of "face" 
still "does" exist in the Thai society. He was pleased that staff of S&P restaurants were 
chosen to be the representative of Thai staff in this study of the attitudes of operative staff 
towards their supervisor. Therefore, appointments to interview 150 operative staff from 
thirteen of the Bangkok branches were arranged. This group of staff included staff from 
both the front and the back of the house.
The main reason for the choice of the S&P was that the number of factors could be 
limited, so that a high homogeneity among the sample population could be expected. They 
could provide a good sample size of employees in almost the same working situation 
doing similar kinds of jobs. Conversely, in a hotel setting, the research would be
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complicated because of the differences in the departments and jobs. This would then lead 
to differences when interpreting individual perceptions.
The choice of front line operative staff was based on the reason that the nature of their 
work is crucial in a service business, as they have direct contact with the customers of the 
company.
A one-to-one semi-structural interview was the method used. Although in some works, 
this can be done by asking questions with varied wording and order according to the 
reactions elicited from the respondent, it was decided that in this interview, the interviewer 
would introduce questions to all the respondents in the same tone and wording, in order 
to set a standard of questions, create the same atmosphere and reduce the problems that 
might occur.
The interviews were conducted over a period of four weeks between the last week of July 
to the end of August, 1993. The average time involved for each person was fifteen 
minutes. In each case, the interviews were conducted in Thai.
Interviews began with the interviewer asking and soliciting background information from 
the interviewees in an informal manner. This then led to questions about the S&P 
restaurant group, followed by the identification of the ideal supervisor. Then the Critical 
Incident technique concerning supervisors' behaviour was introduced. In the concluding 
part, staff were asked about the customer and the service interaction. The purpose of the 
research was included in the explanations.
6.3.4 Transcription
As mentioned, the communication medium was the Thai language, therefore, the contents 
were then translated into English for the present work. Every effort was made to ensure 
that the original content was retained.
147
6.3.5 Data Analysis
In this first part of data analysis, the means of analysing data will be reviewed as it is 
practiced by researchers (Glaser and Strauss, 1967; Turner, 1981; 1988). However, the 
methods and techniques which are used and improvised upon in this study will be 
discussed in more depth in the following chapter.
In respect to the richness of the data from Critical Incidents which cover many areas, such 
as personal related matters or work issues, it is felt that there are two appropriate 
approaches which could be used. These are "Content Analysis" (Holsti, 1969) and 
"Grounded theory" (Glaser and Struss, 1967).
In principle. Content Analysis can be used on any form of representational material, (that 
is verbal, textual or pictorial sources are all amenable to content analysis). It is a way of 
systematically and explicitly examining representational material and deriving quantitative 
and qualitative measures from that material. In fact, it involves certain key phrases or 
words being counted, and the frequencies are then analysed. Therefore, content analysis 
comprises both a mechanical and interpretative component (Krippendorf, 1980). The 
interpretative component involves determining which categories are meaningful in terms 
of the questions being asked. However, Easterby-Smith et al. (1991, p. 108) argues that one 
should still remember that if this type of content analysis is undertaken, although the 
researcher will be able to understand what the concepts are, he will be unlikely to 
understand why the ideas occur and why individuals interpret things or issues in their 
different ways.
Another way in which the relationship between theory and data in qualitative research is 
often formulated is in terms of grounded theory, (an approach which draws on some of 
the basic ingredients of analysis). Glaser and Strauss (1967) formulated this theory as a 
means of generating theory which is embedded in data. Grounded theory recognises that 
the large amounts of non-standard data produced by qualitative studies make data analysis
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problematic. Indeed, in qualitative research, the structure used has first to be derived from
the data. This means systematically that analysis it used to tease out themes, patterns and
categories. Jones (1987, p.25) comments that "Grounded theory" works because;
"rather than forcing data within logico-deductively derived assumptions and 
categories, research should be used to generate grounded theory, which 'fits' 
and 'works' because it is derived from the concepts and categories used by 
social actors themselves to interpret and organise their worlds.
Turner (1981) has further proposed a method of processing and sifting through volumes 
of non-standard data. He has usefully compiled sequential series of stages which provide 
the chief component of Grounded theory (as shown in Table 6.3.5).
Indeed, this approach allows theory to emerge from the data, so that it does not lose touch 
with its empirical. However, Bulmer (1979) has questioned whether the researcher is 
genuinely capable of suspending his or her awareness of relevant theories and concepts 
until a relatively late stage in the process. That is, the question concerning the honesty of 
the researcher. One might also question whether the Grounded theory approach really 
provides theory, as much of the discussion of the approach and its associated procedures 
seems to concentrate on the generation of categories rather than theory as such.
Bryman (1992; p.85) argues that there are comparatively few instances of its application 
along the lines developed above. The term is often used as a means of conveying the 
notion of an approach to the generation of theory which is derived from a predominately 
qualitative research base. The idea of Grounded theory is often used as a means of 
justifying the use of a qualitative research approach, i.e., so that such work can be 
confirmed as respectable.
Regarding the interpretation of the data from the Critical Incidents technique, (that the 
factual information is extremely rich and varied), it is impracticable to describe its entire 
details due to its variations. The suitable method of data analysis seems to fit more 
appropriately with the concept of Grounded theory than that of Content Analysis, as 
Grounded theory seems to allow meaningful development for data collected by the Critical
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Table 6.3.5 Steps of data analysis in Grounded Theoiy
(Adapted from Turner (1981) - Grounded theory)
1) After some exposure to the field setting and some collection of data, the researcher 
starts to develop "categories" which illuminate and fit the data well.
2) The categories are then "saturated", meaning that further instances of the categories are 
gathered until the research is confident about the relevance and range of the categories for 
the research setting. There is a recognition in the idea of "saturation" that further search 
for appropriate instances may become a superfluous exercise.
3) The researcher then seeks to abstract a more general formulation of the category, as 
well as specifying the criteria for inclusion in that category.
4) These more general definitions than act as a guide for the researcher, as well as 
stimulating further theoretical reflection. This stage may prompt the research to think of 
further instances which may be subsumed under the more general definition of the 
category.
5) The researcher should be sensitive to the connections between the emerging general 
categories and other milieux in which the categories may be relevant.
6) The researcher may become increasingly aware of the connections between categories 
developed in the previous stage, and will seek to develop hypotheses about such links.
7) The researcher should then seek to establish the conditions in which these connections 
pertain.
8) At this point, the researcher should explore the implications of the emerging theoretical 
framework for other, pre-existing theoretical schemes which are relevant to the substantive 
area.
!
9) The researcher may then seek to test to emerging relationships among categories under 
extreme conditions to test the validity of the posited connections.
Incidents technique. The following paragraphs will explain the process of data 
categorisation based on Grounded theory (Turner, 1983).
In analysing results from the interview, positive and negative incidents would be put on 
two sets of cards: yellow for the positive incidents and pink for the negative ones, with 
all the demographic details on the back of those cards. The basic process in analysing the 
data is to consider all of the incidents together by shuffling the yellow and the pink cards. 
Each incident would be taken in turn and looked at, to find out the key issues and then 
a judgement would be made. Reaching this stage the researcher would then take the next 
step from his theoretical foundation and create his own categorisations based on all 
background knowledge and the objectives of Critical Incident technique, which would then 
create a long list related to the incidents.
The next step is to group all the incidents into categories, by looking at each incident, one ?! 
by one, and trying to put those with similar meanings together in one group. Then, if the 
next incident is unfavorable to the first group, the second category is therefore required.
In the end, one would get a series of piles. Some piles would be very small and some j 
would be much larger. What the researcher should do at this stage is to go to the largest 
pile to further define its category (for example, "Face") and try to see whether there are 
any sub-categories within this category. Then he would continue with other categories. By 
this stage, there will be lots of piles which the researcher then tries to put back together.
In other words it could be said that certain piles are related and that they form the 
hierarchy.
The next stage is to start mapping all the piles into groups of categories. By this is meant 
that there could be some broader categories that might be connected with, for instance, 
maintenance and task or maintenance and relationships, etc., using the notion that two 
piles that are close to each other could be linked together.
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Having made the classification of each incident which has produced several categories, 
the researcher then gives the definition for each category. For example, not only the word 
"Face" but the real meaning of "Face". Consequently, a paragraph description of what 
each category and each pile means is developed.
After having completed the categorisation, developed the category descriptions and 
understood what is meant by each category, the researcher himself should then shuffle all 
of the incidents and re-categorise each incident. This is done to see whether the same 
categorisation would be produced as before. As a result, the researcher can change his 
own descriptions before referring to other people and asking them to carry out the 
inter-judge reliability.
Breakwell (1995, p.241) comments that any analysis should be open to verification as far 
as possible. Therefore the researcher should provide a description of the data on which 
he/she bases his/her conclusions which is good enough for someone else to repeat what 
he/she has done and check his/her conclusions. He/she may wish to include estimates of 
what Breakwell terms "inter-rater reliability", to establish that the researcher's 
interpretations of data are not idiosyncratic.
In doing so, the researcher of this present study therefore asks others to carry out the 
categorisation using the description of the categories which he has created. For instance, 
"Here is the category "Face", here is the category "X" and "Y"..., Here is the random set 
of the incidents. The respondents would then put the incidents into those categories. 
Finally, this test will prove the reliability of the categorisation.
In brief, the standard essence is, firstly, a series of broad areas, and then secondly, a series 
of categories within these areas. Thirdly, a series of sub-categories within each category, 
with finally a series of integrative activities or integrative examples within each sub­
category. But obviously at some stage one would be unable to go further because of the 
data itself. Accordingly, the categorisation process will help the researcher to make sense
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of the wider data, also reducing it to a series of piles which still make sense. There are 
chances that one could get as many as fifty or as few as two piles. But the further out one 
gets, the less reliable the statistics made on those categories are expected to be.
The kind of statistics used in earring out this analysis is very straight forward. The 
number of total incidents within each category are in the form of a basic spreadsheet, one 
line concerned with the number of incident (1,2,..etc.) and the demographic instance 
(name, sex, back/front of the house, etc.) and then the categorisation at a number of 
different levels. For example, one may have obtained three levels: the data at the top 
level, middle level and the bottom level. So the top one may be split into two. The middle 
level could be six or eight. The bottom could be twenty-six, etc. However, with twenty 
or more one will produce little reliability. With six or eight there is an improved chance
of receiving an accurate result, but with two or three it will definitely produce a
statistically significant result.
In brief, both the incidents on the pink and the yellow cards are used. Although they are 
all numbered, they are shuffled at random and the researcher tries to classify the lots 
himself. By disregarding the number, the incidents are taken one at a time to be classified. 
This will create a set of piles. Some of those piles might be linked together, using the
theory that their meanings are close and could be linked together. The next step is to
achieve the descriptions for each of those piles. In addition to finding the inter-judge 
reliability, one should therefore refer back to other people and ask them to carry out the 
categorisation. For example, "Here are the descriptions and here are fifty cards. Can you 
put these cards into these piles?". After the inter-judge reliabilty, the next step is to place 
all incidents under the appropriate categories. Finally, the data will then be presented in 
a statistical form.
6.4 Conclusion
In this chapter, the methodology of and the body of the research concerning how this
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research was formulated (in order to find out about the key interests of operative staff 
regarding their supervisors) have been reviewed. It began by indicating the aims and 
objectives of the study, followed by the illustration of the connected series of how the 
methodology had been developed. In the next chapter, the categorisation process as well 
as the attempt to construct the description of each category will be illustrated.
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Chapter Seven An Introduction to S&P Group of Restaurants
7.1 Introduction
This chapter is intended to provide some necessary information to the reader which will 
help them to comprehend the meaning of data. It aims to portray the company; namely 
the S&P Group. The reason for this is to provide some background information about the 
company which the reader may not be aware of.
7.2 S&P Company Background
This research uses the group of S&P restaurants of Bangkok as a case study and a source 
of original data. It is significant to explore and understand the system of work as well as 
its people, therefore, the first part of this chapter will be dedicated to the history and 
operation of the S&P group of restaurants.
S&P began operations on October 14, 1973 as a small restaurant and ice cream parlour. 
"S&P Ice-Cream Comer", as it was named, met with great success, laying the foundations 
for the business to continually expand over the following 20 years. In 1980, the founders 
decided to open the second S&P branch in a central area of Bangkok, and the next few 
years saw the opening of 1-2 new branches annually.
The year of 1988 was a year of rapid growth for the S&P restaurant business, prompting 
the founders to restructure the company. As a result, S&P Syndicate Co., Ltd. was 
established to manage the operations of businesses within the S&P group, which 
encompassed bakery factories, 9 restaurants and other related activities. In 1989 the 
Company was listed on the stock exchange of Thailand and increased its registered capital 
from 23 million Baht to 34.5 million Baht. In 1991 the Company again increased its 
registered capital to 300 million Baht, with fully paid-up capital amounting to 138 million 
Baht.
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In 1992 the S&P Syndicate Co., Ltd. acquired the Restaurant and Bakery Group Co., Ltd., 
formerly a number of restaurants owned by the Company's founding family. The purpose 
of this acquisition was to merge S&P's restaurant business into a coherent whole, for 
increased efficiency of operations and for the joint benefits of a unified work force, 
financial strengths and the cross fertilization of technology in production and marketing.
In April 1993, the S&P Group made two major decisions which would have significant 
bearing on the Group's future direction. Firstly, the S&P Group was restructured so that 
S&P Syndicate Co., Ltd. became the holding and marketing base for the whole group, 
whilst the operations of restaurants, bakery and other activities were organised into 
separate and discreet operating companies to enable greater effectiveness and flexibility 
(see appendix - Organisation chart). Secondly, the S&P Group agreed to take a one-third 
equity in Tantraphan, the most famous retail chain in Chiangmai in the Northern part of 
Thailand, with 3 department stores, 2 superstores and 14 convenience stores. This means 
a mutual reinforcement of expertise in retail business and modem management systems.
7.3 Characteristics of S&P Operations
1. Producer and distributor of bakeiy products. S&P Bakery Products Co., Ltd. is the 
producer and distributor of bakery products marketed under the S&P brandname. Cakes, 
pastries and bread are mainly produced at the Company's factory in Bangkok, one of the 
largest and most modern in Thailand. There is also smaller factory in Chiangmai. A new 
factory in Bangkok has been planned for commissioning in 1994.
2. Management of S&P Restaurants and bakeiy shops. TRBG (The Restaurant and Bakery 
Group) is the company that manages the restaurants which operate under the S&P 
trademark. These activities cover the purchasing of raw materials, processing and meal 
preparation, staff recruitment and training, preparation of operations manuals and creation 
of recipes. Specialists and experts are employed to oversee quality control, as well as 
hygiene standards, both at the factory kitchen, and at the local Japanese and Thai kitchens
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at all restaurants. Production targets and cost control are normal features at all levels of 
operation. S&P Franchising operates the Bakery Shops which retails products aided by 
S&P Bakery.
3. Retail Site Selection. S&P's policy of continuous expansion is part of the Group's 
business operations. S&P Syndicate Co.,Ltd. sets guidelines for the selection of locations 
for S&P Full Branches and Bakery Shops. A cross-company committee of senior 
executives make final decisions on site selection. S&P Real Estate Co., Ltd. invest in the 
acquisition and development of the property in the selected location, after which the site 
will be rented to TRBG or S&P Franchising Co.,Ltd. who are the operators of S&P 
outlets.
Apart from expansion within the Bangkok metropolitan area, the company is now starting 
to focus on potential sites for S&P branches in major provincial cities with a good 
concentration of the traditional type of S&P customers.
7.4 Products
S&P Group's products are prepared meals from S&P restaurants, which serve 400 menu 
items of Thai and Japanese food, with the high standards of taste, cleanliness and service 
which have become a hallmark unique to S&P. Each branch has a large, spacious, well- 
equipped kitchen, and receives strong support from S&P's Central Kitchen which operates 
as a centre for the procurement and preparation of the fresh raw materials and ingredients 
used in all S&P restaurants.
Baked goods form another part of the core products of the S&P Group, which has 2 
factories in Bangkok and Chiangmai, with annual production of more than 3,500 tons. In 
late 1994, a new factory in the Bangkok Industrial Estate was completed to expand 
production capacity. The main bakery products include fresh cakes, frozen cakes, bread, 
cookies, Chinese mooncakes and Thai sweets.
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For product quality control, both restaurant and bakery operations have their own 
laboratories which follow strict quality control measures for products, as well as for raw 
materials. A special R&D laboratory is used to control and enhance the taste, 
characteristics, hygiene and chemical composition, and to develop new lines of products 
to ensure that S&P will always be able to offer quality products, well-suited to customers 
evolving tastes and requirements.
7.5 Research and development
S&P Group's policy to produce premium quality products which correspond to middle- 
income customers' requirements has led to constant product development and utilisation 
of advanced technology and equipment. This in turn helps to improve production 
efficiency while production costs are kept under control. Machines that have contributed 
to greater efficiency include a mooncake package that has doubled productivity on this 
line; a dough mixer that can operate continuously while virtually eliminating the presence 
of germs; and an automatic cake-mix beater that controls the consistency of cake texture. 
All these machines can be readily adapted to serve an automated processing line in the 
future. The S&P group also follows a policy of rapid product innovations, and a special 
committee is entrusted with the task of selecting new products of a quality that will gain 
acceptance from consumers. Recently, the company hired a pastry chef specialist from 
France to develop and improve S&P's bread and pastry, as well as to introduce a new 
product line of "French Breads" and croissants baked according to traditional French 
recipes. S&P's frozen products have also undergone improvement to ensure increased ease 
in storage, longer shelf life and uncompromising quality control.
7.6 Human Resources
The S&P Group currently has over 2,500 personnel (as of 1 July 1995), employed at the 
Head office and S&P branches in Bangkok, the major provinces and abroad. The company 
attaches the utmost importance to its employees and their welfare. They are considered
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as the critical factor in all operations, especially regarding the maintenance of standards 
in product quality and superior service.
For this reason, the company has established a series of training programmes for every 
job level and supports employees's participation in self-development courses. Employees 
who display particularly worthy job performance are selected as model employees each 
year, which effectively enhances overall morale.
In addition, the S&P Group of Companies also organises training programmes with 
outside specialists, and arranges work-study courses abroad, to ensure that key staff are 
kept abreast of the latest advances in technology, know-how, and market trends.
7.7 The Operations and Service Environment
As the focus of this research is to explore the preference of restaurant staff regarding their 
supervisor, it is important, therefore, to understand the staffs working environment as well 
as their other demographic details, because these are interesting in relation to interpreting 
the research data.
In the case of S&P service environment, they have their own culture which could be 
regarded as unique and entrepreneurial in the restaurant-service. The majority of all staff 
are in their mid-twenties or younger and most of them come from other provinces of 
Thailand. They had been working elsewhere before being persuaded to join the restaurant 
by close relatives or friends who were working for the S&P at the time. However, the 
major differences that make S&P distinct from other restaurants are as followed; that S&P 
will have:
1) only MALE staff as waiters. Because the management believe that a male workforce 
is suited to waiting duties (such as setting and clearing the table, carrying food, etc.) as 
opposed to a female co-worker.
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2) only FEMALE staff as cake shop/counter assistants. Female workers can enhance the 
image of a homemade bakery shop to the customer.
3) only FEMALE staff in the main kitchen except the Japanese kitchen where there will 
be only MALE staff. The management explained that they applied the concept from Thai 
domestic custom where a woman is responsible for preparing the family meal. With their 
competency in preparing food, female staffs cooking ability fit well with the role of chef.
Additionally, S&P restaurants operate as both restaurants and bakery shops. They open 
from 10:00 am until 10:00 pm everyday. Most of the restaurants have been similarly 
planned and designed; they cater for up to 50 tables (50x4 persons per table) at a time. 
For instance, the service areas are divided into two main sections, which combine the 
main dining area and the bakery counter (see plan attached). In the dining area, when a 
customer enters the restaurant for a meal, he is escorted to a table. The waiter then 
provides a free glass of water and at the same time presents the menu to him. Or 
alternatively, the customer can order only a cake, with or without tea or coffee, without 
having to order main course.
For the food production section, there are normally two types of kitchen in each 
restaurant, one being the main kitchen, where both hot and cold dishes are prepared and 
cooked including some special desserts, and the other part being the Japanese Kitchen 
where staff prepare and cook Japanese dishes.
Besides dining and cooking areas, the other important area is the drink bar. Staff at this 
station provide a variety of drinks, ice-cream and fruit plates, and at the cake counter, 
staff supply all the cakes for both seating and "take away" customers. With regard to the 
positioning of staff, each restaurant, in all sections, has the same system of ranking their 
staff from level 1 to level 5. Level 1 refers to junior staff, normally persons who have 
been working with the restaurant for less than one year, or who are very limited in 
intellectual or emotional development, or trainees. Staff in level 2 refers staff who have
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been working with S&P for between two and four years. Staff of this level form the 
majority of the work force at the S&P. Level 3, usually refers to staff who have been 
working for more than five years. There are about the same number of staff in this level 
as the staff in level 1. Staff in level 4 must have some experience as well as skills, 
because they act as assistants to those supervisors who are referred to as staff in level 5.
7.8 Conclusion
In this chapter, the history of the S&P restaurant group has been introduced, for the 
benefit of readers who have no knowledge of this restaurant chain. The S&P group of 
restaurants is regarded as one of the most successful restaurant chains, and is recorded to 
be one of the fastest growing companies in Thailand today. They operate on the basis of 
restaurant and bakery shops. The next chapter will deal with the data collected from staff 
who work for this S&P group. v
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Chapter Eight The Process of Data Categorisation
8.1 Introduction
This chapter attempts to accustom the reader with the data, to point out common 
characteristics and the theme which is developing from it. Last but not least, this chapter 
will rationalise the complete descriptions and the categorisation process of data.
8.2 Incidents cited by staff
Figure 8.2.1 shows details of staff at S&P who were selected as a sample. As specified, 
they came from various departments of different branches of S&P restaurants all over 
Bangkok. They could all be regarded as front line operative staff who provide both goods 
and service for the customers. The sample group comprised 55 Waiters (Front of house, 
male), 29 cake vendors (Front of house, female), 33 Kitchen staff (Back of house, female), 
12 drinks counter staff (Back of house, female) and 8 Japanese kitchen staff (Back of the 
house, male), (Figure 8.2.1). This proportion correlates to the actual number of staff 
spread over each department of the S&P restaurant group.
The data was gathered from operative staff who were asked to review the behaviour of 
their supervisors. This information is extremely rich and varied. Consequently, it is 
impracticable to describe its entire details due to its variations. The intention of this 
chapter is, however, to provide and highlight this information as well as to make 
suggestions from which the reader will benefit. It also aims to develop the reader's 
awareness of the meaning of data as well as the process of categorisation in later stages. 
(To reveal a full picture of how varied the data is, please see the appendix 1 and 2 at the 
end of this research).
In the following section, the focus will be placed on the incidents described, their themes, 
as well as the language used. In other words, what was said, and how staff described their
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supervisors, which will include some major issues that will evolve from the data.
This research applied the "Critical Incident technique" as the method of data collection. 
Given open-ended questions, staff were requested to recall the times they thought their 
supervisors behaved well, and correspondingly the times when they felt that they acted 
negatively.
In recalling those incidents, they used several adjectives to describe the behaviour of the 
supervisors. Therefore, one method which might help, is to show the frequency of the 
adjectives which were widely used. It was decided that the result from the question 
concerning the ideal supervisors provided the most appropriate data for this adjective 
counting. Staff were asked to give a list of three adjectives (or less) to describe their ideal 
supervisors.
According to all the adjectives mentioned by staff members, all words could be classed
into 10 main groups (377 adjectives). From all words used, the result of each group are;
98 of "Good at his work, capable: Keing-Ngarn",
49 of "Good human relations and friendly: Pen-Gun-Eang",
35 of "Understand his or her staff: Keaw-Jai-Luke-Nong",
33 of "Not being biased or prejudiced: Mai-Lum-Eeng",
29 of "Being reasonable: Mee-Head-Pol".
28 of "Being kind to me: Jai-Dee",
26 of "Being generous and being thoughtful for subordinates".
18 of "Take good care of and protect staff: Do-Lae-Look-Nong-Dee"
16 of "Help staff to deal with their personal problems: Chuai-Rung-Soun-Toi"
15 of "Good at controlling emotion when things go wrong: Mai-Chaii-Are-Romn" 
11 of "Setting a good example for staff:Pen-Toi-Yang-Tee-Dee"'
7 of "Being supportive and recognising the work of staff: 
Hai-Kam-Lung-Jai-Kub-Look-Nong"
4 of "Do not have to be good at work: Mai-Tong-Keng-Rung-Ngarn"
And 8 of other adjectives concerning general human behaviour; such as punctuality, 
gossiping, etc., (please see figure 8.2.2).
Thus, as already mentioned in the methodology chapter, when staff were asked to describe
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their ideal supervisors, more than 80% of them firstly mentioned those adjectives 
concerning the "behaviour and emotion" of supervisors rather than those concerning 
his/her working method. Later, when they were asked "how about the work?" that staff 
member said that they wished their supervisors to be "good" at work.
8.3 The Categorisation and Analysis of Research Data
Having discussed the nature and theme of the incidents, this section focuses on the 
development of the categorisation of the incidents. However, before moving to the stage 
of categorisation, there are some important questions which should be explored and 
answered. One question concerns what one would want to get out of the classification 
systems? The objectives of this classification system are, (firstly) to discover a way of 
examining the data in some categorised form, and why most of the incidents are to be put 
in one category rather than another, and (if necessary) secondly, to look at the 
categorisation process itself.
It is necessary to remind the reader that Critical Incident technique has some special 
characteristics which make each categorisation process of any research dissimilar from 
another. Firstly the researcher, conferred by the method, is regarded as having the 
authority to use his knowledge of the literature and the area concerned, to reach an 
acceptable and sensible way of categorising the incidents without needing to involve 
anybody else (i.e. he can create the categorisation network that will work for what he 
wants to do). Thus, besides taking the step from his theoretical foundation of identifying 
the number of aspects that he is interested in, he can also analyse all the data and build 
his own categorisations simultaneously (from all the combined aspects), or look at the 
incident from any single aspect at one time.
Secondly, by completing the categorisation, the researcher can find as many categories as 
he believes to be appropriate. In a case where the particular incident does not fit in 
category one or category two, it could be placed in an additional third category.
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For instance, when a member staff says "The leader is good because they know what they 
are doing, they have skills, etc", in this sense, the researcher knows that "Good" means 
they have the appropriate working skills. However, when an opinion is given that is 
between categories such as "he showed me what to do" which refers to "teaching", this 
"teaching" can not indicate whether "he’s good" or "he's bad", but rather indicates a 
different category which does not belong to the "good" or "bad" group.
Using a sample of 100 incidents from a total of 300, the process of categorisation could 
be summarised as follows. To begin with, the researcher completes the categorisation 
himself using the knowledge from the literature. In the second place, he then develops the 
descriptions of categories and understands what is meant by each category. Thirdly, he 
shuffles all the incidents again and re-categorises each incident to see if there are any 
differences from the first result. To put it more simply, what the researcher is trying to 
do during the categorisation process is to make sense of the wider data by reducing it to 
series of piles which still make sense. In the next stage he will be able to modify his 
previous descriptions as he wishes. Finally, people unconnected with the research are then 
requested to do the inter-judge reliability.
In doing the inter-judge reliability, each individual (perhaps 4 or 5 persons) will be asked 
to complete the categorisation (i.e. to put the incidents into piles) using the categories and 
descriptions which the researcher has implemented. This is in order to test how many of 
those particular hundred he/she would put in each category. The criteria of accuracy 
should lie over 75% or 80%. If this is not the case, then the categorisation will need to 
be re-looked at and re-defined.
For the researcher, an interesting task is to look back at his own categorisation and see 
if people are categorising and judging the same as himself. He can then firmly put these 
incidents into different categories. However, if they bring new elements in, maybe the 
researcher himself is the one who is wrong, and who must therefore return to the 
procedure of redefinition once more. It is also important to re-check to discover if there
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are any particular incidents which people are having problems with, and which will give 
the researcher some indication of what the grey area might be. The description might be 
wrong, or another category may be needed. This process will continue until the categories 
are then "saturated". It means that the further instances of the categories are gathered until 
the researcher is confident about the relevance and range of the categories for the research 
setting. There is a recognition in the notion of saturation that further search for appropriate 
instances may become a superfluous exercise (Turner, 1981).
In addition, the categorisation is stored on a computer so that the researcher is able to 
select which incidents each group of staff has voted for. Indeed, it could be used to 
identify where the discrepancies in the categorisations really exist.
At this stage, the procedure of how the categorisations should be completed has been 
rationalised. In the next section, the existent procedure will be demonstrated and clarified. 
According to data, it is perceived that some consistent messages keep emerging. But to 
find out what they are by using all the aspects reviewed from the literature is not an easy 
task to do. Consequently, the researcher carried out six different categorisations before 
reaching the final and complete conclusion on categorisation of Thai subordinates' 
preferences of their supervisors.
8.3.1 The First Categorisation
Four main areas were taken into account in formulating the categorisation. These are; the 
areas of human perception, roles of culture, Thai cultural values, and leadership style. 
Later, this literature, together with data from all the collected incidents was interpreted. 
Consequently, four main categories and their sub-categories were introduced. Each group 
and each category was likely to contain both positive and negative incidents. Moreover, 
to put all data in the form of a code, it was intended that totally different letters would 
be used in categorisations unless the categories remained the same (Table 8.3.1).
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Table 8.3.1 The First Categorisation : Four Categories
The Category of Work related group: includes three sub-categories;
1 a) Category of Work/Task
- Help inside work. This means the supervisor helps staff deal with their job related 
problems. There is no contact with the customer, purely job related (working skills)
- Setting good or bad example for staff, including the way the supervisor behaves, 
and all examples of good and bad work
- Setting a good or bad example for staff. Includes the working skill of the supervisor 
and/or mistakes made at work
1b) Category of Teaching
- Supervisor knows how to give instruction, knows how to teach and give advice 
to staff about their jobs.
1 c) Category of Newcomer
- Helps newcomer to adjust to new job. Including the impression of the staff 
concerning their supervisors on their first day at work.
The Category of Help outside work
2 Supervisor helps staff to solve their personal problems
The Category of Face related group: includes three sub-categories;
3a) Face : refers to supervisor who;
- makes somebody lose "face" by any means
- makes his/her dissatisfaction known in public
- "scapegoat," staff
- Supervisor repeatedly mentions mistakes of staff
3b) Recognition: deals with the time when;
- supervisor recognises good and bad work of staff
- supervisor tries to get attention from manager for promotion
- supervisor asks for/ignores the opinion of staff
3c) Harmony/Flexibility
- respondents avoid comment about supervisors
- supervisor tries/does not try to avoid confrontation with staff
- supervisor tries to create a peaceful atmosphere, or tries to solve any 
conflicts between staff
- supervisor creates negative working atmosphere
- maintiens good relationship among staff
- supervisor acts as brother or sister (relative) of staff, going beyond his/her role
The Category of Bias/Unfairness
- staff feels that supervisor is prejudiced about him/her
- supervisor enjoys his/her power over subordinates (gives orders but never does the work)
- supervisor is unreasonable/inconsistent.
- supervisor is emotional or demanding
Firstly, was the "Work related group". This category could be divided into three sub­
categories. Firstly, Help inside work which means that a supervisor helps the staff with 
their job related problems. There is no contact with the customer, the contact is purely job 
related. Also when a supervisor sets a good or bad example for staff, the way the 
supervisor behaves, and all examples of good and bad work, working skills of the 
supervisor and/or mistakes at work are included in this sub-category. Teaching means that 
a supervisor knows how to give instruction, and knows how to teach and give advice to 
staff about their jobs. While New Comer defines a supervisor who helps new comers to 
adjust to the job. It also signifies the impression of the staff about their supervisors on 
their first day at work.
The second categoiy concerns Help outside work This means that the supervisor helps 
staff to solve their personal problems. The third category is the "Face related" group. This j 
group was also divided into three sub-groups. Face referred to a supervisor who tolerates 
other's "Ego", or who makes somebody else lose face by any means necessary. It also 
includes the display of one's dissatisfaction in public. Recognition deals with the time 
when a supervisor recognises both good and bad work from staff and tries to get the 
attention of the staff or a person in higher position, (e.g. for promotion reasons), It also 
includes the time when a supervisor asks for or ignores the opinions of other staff. 
Harmony/Flexibility is expressed when respondents avoid commenting about supervisors, 
avoid confrontation, or try to create a peaceful atmosphere as well as solving any conflicts 
between staff. In contrast, it also accounts for the case when a supervisor looses control 
of his/her emotion to staff (e.g. shout at staff when angry).
The fourth category is Bias/Unfaimess. Staff feel that a supervisor is prejudiced about 
them, or a supervisor enjoys his/her power over other subordinates. For example, gives 
orders but never does any work himself. Also refers to a supervisor who is 
unreasonable/inconsistent, and being emotional or demanding.
However, having completed these categorisations the concordance among volunteers in
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each category was very low. Some of them seemed to reach an agreement, such as on 
"Bias", however, these could not be taken as overall in substance. Besides, there were 
comments from some of the volunteers concerning definitions and categories of incidents 
as follows;
1) The descriptions of categories are indistinct. Some repeat and overlap with others.
2) Some of the incidents could be placed in more than one category. Yet when 
questioned on how they had decided to put an incident into a category, volunteers 
tended to choose the first sentence or first adjective used by staff when describing 
a supervisor, and neglecting other incidents that followed.
3) In some cases, there were two or more messages in one incident, especially in the 
positive (yellow cards) category.
4) Almost all incidents could be placed into the "work related group".
8.3.2 The Second Categorisation
Recognising the problems mentioned, the second categorisation still followed in the same 
manner of the first one. This time all sub-categories had been abolished. Consequently, 
there were four main groups without any sub-categories. All definitions of each group 
were further modified. Indeed, the second categorisation was proposed as shown in table 
8.3.2.
Categoiy of Work/Task Group should deal only with all major issues concerning actual 
work. There will be no use of such sub-groups as "Teaching" or "New Comer" but 
instead, all major issues about the actual work will be considered on a single group basis. 
This group should then include "help about work" (teaching/new comer), "being a good 
or bad example", and also "doing good or bad work".
Category of Help with personal problems refers to the work of the supervisor in dealing 
with the personal problems of each member of staff, and does not concern the actual
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Table 8.3.2 The Second Categorisation : Four categories
The category of work/task group
This group dealt with all major issues on actual work
There was not any sub-group such as "teaching" or "new comer" but rather a large 
category on a single group basis. This group then included "help about work"
(teaching/new comer), "setting a good or bad example", and also "doing good or bad work"
The category of help with personal problems
This group referred to incidents when a supervisor solved the personal problems of 
staff, and is not related to the actual work.
The category of face
This group focused on the issues of relationships amongst staff and their supervisors, 
as well as the atmosphere of the working place. Such as:
- supervisor made somebody lose face.
- supervisor showed his/her dissastisfaction in front of public
- supervisor gave recognition/disregarded the work carried out by staff
- supervisor tried to create harmony and is flexible with staff
- supervisor tried to create peaceful/negative working atmosphere
The category of Bias
This category described the nature and behaviour of each supervisor through the 
eyes of each member of staff, whether he was prejudiced, unreasonable or inconsistent
work. It is similar to help outside work in the first categorisation.
Categoiy of Face focuses on the issues of the working environment and the relationships 
amongst staff and supervisors, as well as the atmosphere of the working place.
Categoiy of Bias: This then should describe the nature and behaviour of each supervisor 
through the eyes of each member of staff, such as whether he is prejudiced or not, or if 
he is unreasonable/inconsistent, etc.
Regrettably, although it was regarded as a clearer categorisation (because it provided a 
better chance of consistency), these categories failed to represent the "functional 
categorisation". Undoubtedly, they lost the richness of all the incidents. The only 
advantage of this second categorisation was that it started to show that the concept 
worked. Yet the problem that became visible here, was that there were a lot more issues 
to be described and explored relating to how things should be categorised.
For example, "Bias" and "Face" are concepts which people are going to have difficulty 
distinguishing between. "Being reasonable to somebody" can sometimes make someone 
lose his face and therefore the inferior would take it as "Bias". This is the kind of 
difficulty derives from the double meaning of incidents. Each incident seems to be in two 
or more categories, that is, they are in fact overlapping each other.
Whereas some of the incidents may lead to a clearer picture, there were some incidents 
that seemed to create problems, such as No.4 in the positive incident, which said:
"He was friendly, and gave me advice when I made a mistake. I had talked 
impolitely to the customer, I was so emotional. My supervisor let me go and 
talked to the guest for me. Later, he came back and explained".
This incident could obviously fit in more than one category. Firstly, it could be 
categorised as helping at work and secondly, it could be interpreted as "Face-saving". This
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method of four categories is not very helpful (for details of all incidents please appendix 
1 and 2).
Regarding the nature of Critical Incident technique, categorisation requires that the 
researcher has to keep on working and working until he/she achieves a categorisation 
which he/she feels comfortable with. In this case, it may well be that more categories are 
needed. For example, "He lets me borrow money" can be categorised as stepping outside 
the role and appearing to do something for a friend rather than a work colleague. This is 
because there are certain ways one expects a work colleague to act towards oneself. One 
might expect a manager to treat an employee fairly, but lending money is a different 
matter. Is this helping at a personal level? Thus, there are similar categories, such as the 
earlier one about comforting and advising staff. In this instance, it is more of a 
counselling role, which is different to practical helping. It is necessary as well for the 
supervisor to maintain that counselling role.
Another good example is, "He tries to defeat me every time we have problems, not 
necessarily if he is right or wrong". This incident could be regarded as the supervisor 
acting unreasonably, but it could also be that he breaks the harmony or lacks flexibility. 
Finally, it could again be connected with face, as he was being rude to that staff member.
These data are very rich and complicated in nature. It is a pity to have to reduce them to 
four basic categories if one is going to have to omit such much material. One solution was 
to try to obtain a field where there is room for ambiguity.
At this stage, there are two things that need to be done. Firstly, it is felt that smaller 
categories are needed, so that people can categorise incidents with similar meanings. One 
means of identifying the problem area is to go through and look at the categories which 
"do" work and "do not" work, and then to compare the differences. It is also necessary 
to separate two unrelated incidents (on cards) from each other.
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Concentrating on the extensive theme of the incidents, there are three issues which feature 
strongly. Firstly, there is a connection between revealing emotions and self-control, and 
the management of either positive or negative emotions. Some of the incidents seemed to 
concern the expression of "Emotions", i.e. friendly, talks nicely to me, etc. Secondly, there 
were links with "Bias" which seemed worth pursuing, i.e. The supervisor should be 
neutral. Thirdly, are supervisors going beyond their duties, i.e. "sacrifice". They are 
expected however to extend their roles to help staff with personal matters.
8.3.3 The Third Categorisation
In completing the third categorisation, it was felt that some background literary 
information which help to create the categorisation, needed to be considered intensively. 
These are, the study of Leadership, the duties of supervisor, the study of global dimension 
of National cultures, and the study of management of Emotion.
8.3.3.1 The process of the Third Categorisation
After all the re-examination of secondary data, the researcher decided to introduce 20 new 
categories. These are divided into two main groups. First are the group of categories 
which were derived from the actual work of supervisor. Second, are the group of 
categories derived from "duties beyond the roles of supervisors". This is due to the 
comment made by Smith and Peterson (1988) in the "Event Management Model" that in 
understanding leadership, one must make a clear distinction between general leader 
functions and the specific actions required to convey intended meaning in a given cultural 
setting.
8.3.3.1.1 Categories derived from the actual work
A) Categories derived from the actual work and duties of the supervisor (Based on the 
work of Bittel and Newstrom, 1990), and the function of leadership.
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8.3.3.1.2 Categories derived from "duties beyond the roles of supervisors reflected by 
cultural dimensions", or "impact of cultural values on leadership behaviour". Such as:
- Large power distance: Superior and subordinates are unequal
- Collectivism: a person belongs to a group and does act as an individual
- Femininity: Solve conflict by compromise
- Strong Uncertainty avoidance: The emotional need for rules
- Ego oriented: Thai cannot tolerate any violation of the "ego"
- Grateful relationship oriented (a person should therefore be 
grateful to persons who render help, favours, etc.).
- Smooth interpersonal relationship oriented (the preference for
a non-assertive, polite and humble type of personality/superficial harmony).
- Flexible (responsive to situations and opportunities).
Consequently, the twenty new categories were introduced as shown in table 8.3.3. 
However, after following the inter-judge process for this third categorisation, the 
volunteers concerned commented that some problems occurred when all the categories 
were considered, as listed below;
1) No 7 (training, coaching, developing) and No 13 (career counselling) are very 
close. Should they to be put together?
2) Should 4 (informal oral communication) and 5 (communication- general) be 
kept separate?
3) The topic of "being unreasonable" is missing. Could it be placed with 17 
(power) or should it be a separate category?
4) Where should "I haven't finished the first job before he gives me another one" 
be placed?
5) Should 15 (being model) be divided into 3 groups, i.e.:
- thorough knowledge
- serious/committed attitude to work
- he is a model member of staff for other workers to emulate 6) No 2 
(problem solving) and 17 (power) and 18 (management of emotion) overlap 
among themselves.
7) Could No 18 (management of emotion) and No 9 (Creating and maintaining 
a motivating atmosphere) be put together?
8) Some definitions of categories need to be modified again.
8.3.4 The Fourth Categorisation
In trying to solve these eight problems from the last stage, the researcher decided to adjust 
the categorisation for the fourth time. This time 20 categories were reduced into 14
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Table 8.3.3 The Third categorisation : Twenty categories
Categories about supervisor's actual work
1 Controlling the work
- gives clear orders in an appropriate manner, with no emotion
- enforces the rules
- understands the emotional needs of rules for staff (strong uncertainty avoidance)
2 Problem solving and decision making
- no vacillation/uncertainty in making decisions
3 Planning the work
- systematic, with a good working pattern
- equality in job distribution for staff
4 Informal/oral communication
5 Communication - general
6 Providing performance feedback to employees
- being fair in judging the result of work done by each individual
- recognises good and bad work. Gives reward and punishment
7 Training, coaching and developing the staff
- knows how to teach/transfer technique
- helps new comers to settle down
8 Providing written communications and documentation
9 Creating and maintaining a motivating atm osphere
10 Personal time management (supervisor)
11 Meetings and conferences
- listens to staffs comments on work, the work environment. Open to change
12 Self-development activities
13 Career counseling of subordinates
14 Representing the company in the staff community
Categories concerning duties beyond the role of supervisor
15 Being a model/hero for staff
- has good knowledge and skill for the job and work. Takes work seriously
16 Bias : supervisor has a prejudiced opinion against staff
- Influences staff unfairly. Takes sides in conflicts
17 Uses more power than authority (without concent of staff)
- supervisor and subordinate are unequal, staff must obey the supervisor’s  orders
18 the m anagement of emotions
- ability to control one’s  emotion
- Inappropriate facial/verbal expression
- tolerates other people's ego/face
19 Sacrifice: helps staff on personal matters
- supervisor is attentive to staffs well being
- a person shold be grateful to person who offers help (value of grateful relationship)
- a person functions as a part of a group, not only as an individual (collectivism)
20 The preference for a non-assertive, polite and humble type of personality
- superficial harmony (smooth interpersonal relationship oriented)
categories. Some of them were removed, some were placed as a sub-category of others, 
while some categories were combined together. However, some remain unchanged. The 
processes are shown below;
1) Controlling the work
) Gives clear order with appropriate manner, with no emotion 
) Enforces the rules
* Number 2 and 17 are very similar, therefore they could be put together.
2) Problem solving and decision making
) No vacillation or uncertainty in making decisions 
) Forgiveness of staff when a mistake is made 
) Helping staff to deal with client 
) Knowledge of how to deal with each staff member
17) Exercise more Power than authority 
) Being unreasonable
) Misuse of power
3) Planning the work
) Systematic with a good working pattern
* Number 4 and 5 are the same.
4) Informal oral communication - verbal
5) Communication - general
6) Providing performance feedback to employees
) Being fair in judging the result of work completed by each individual 
) Recognises good/bad work. Gives rewards and punishment
* Number 7 and 13 are now the same.
7) Training, coaching, developing subordinates 
) Know how to teach/transfer techniques
) Help new comer to settle down
13) Career counseling of subordinates
) Helps/ignores the work-related problems of staff
* Number 9 and 18 are in fact the control of emotions.
9) Creating and maintaining a motivating atmosphere
18) Management of emotions:
) Includes appropriate/inappropriate expression/control of Emotions 
) Ego oriented: Thai staff cannot tolerate any violation of the "Ego'V'Face"
11) Meetings and conferences
) Listens to or ignores staff s comments concerning their job/work 
environment, and is open to change
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12) Self-development activities
) Staff feel that the supervisor needs to improve him/herself
14) Representing the company to the community
* Number 8 and 10 are not concerned with subordinates and have therefore been 
removed
8) - Providing written-eommunications- and documentation
10)-Personal time-management
B) Duties beyond the role of supervisor
15) As a model for staff
) Has good knowledge and skill for the job and work 
) Does his job poorly
) Takes work seriously, works hard or vice versa 
) Setting a good/bad example
16) Bias: supervisor gives a prejudiced outlook to staff. Influence staff unfairly.
) Unequally/Equally distributes jobs to each staff
) Takes sides if there are any conflicts
19) Sacrifice: supervisor is doing more than he/she is required to do. He/she goes 
beyond his/her role in order to help staff with personal matters.
) Anything concerned with staffs personal matters 
) Supervisor is being attentive to staffs well being 
) A person should be grateful to persons who render help, favours, etc.
(Grateful relationship oriented)
) A person belongs to a group and does not act as an individual 
(Collectivism)
) Superior and subordinates are unequal (Large power distance)
Therefore, supervisor should take care of staff as if they were a relative
20) The preference for a non - assertive, polite and humble type of personality -
superficial harmony
) Staff makes no comment about his/her supervisor 
) Smooth interpersonal relationship oriented 
) Superior and subordinates are unequal (Large power distance)
Therefore, staff should not comment about the supervisor
Consequently, this adjustment results in the fourth categorisation (as shown in table 
8.3.4.1). However, there are still some problems experienced by the volunteers in the 
fourth inter-judge reliability.
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Table 8.3.4.1 The Fourth categorisation : Fourteen categories
1 Controlling, problem solving and decision making
- gives clear orders in an appropriate manner, with no emotion
- enforces the company's rules
- understands the emotional need of rules for staff (strong uncertainty avoidance)
- no vacillation/uncertainty in making decisions
- forgives staff when a mistake is made
- helps staff to deal with client
- helps staff to talk to people at a higher level (manager)
- knows how to deal with each member of staff
2 Uses more power than authority (without consent of staff)
- a) Being unreasonable/wrongly using power. Strong desire to win when there is a
- b) destroys peaceful surface harmony, uses emotion
3 Planning the work
- systematic, with a good working pattern
- plans activities and working methods to achieve objectives
- develops and improves team s through planning and activities
- sets up and up dates working objectives for team and individuals
4 Communication
- speaks sarcastically
5 Providing performance feedback to employees
- being fair in judging the results of work completed by each individual
- recognises good and bad work. Gives reward and punishment
6 Training, coaching and developing the staff
- knows how to teach/transfer technique
- helps new comers to settle down
- helps/ignores staff with work-related problems
7 Creating and maintaining a motivating atmosphere 
The management of emotions
- Inappropriate facial/verbal expression, tolerates others' ego/face
- knows how to control his/her emotions/fails to control his/her emotions
- identifies and minimises interpersonal conflict
8 Meetings and conferences
- listens to staffs comments on work, the work environment. Open to change
9 Self-development activities
- staff thinks that supervisor needs to improve him/herself
10 Representing the company to the community
- deals with staff on behalf of the company
11 Being a model/Expertise
- has good knowledge and skill for the job and work
- taks one's job seriously. Works hard/lazily. Does his job poorly
- Setting a good/bad example for staff
12 Bias : supervisor has a prejudiced opinion against staff, influences staff unfair!]
- being selfish
- being prejudiced
13 Sacrifice: helps staff with personal matters:
- a) about work
- b) about staffs personal life
- supervisor is attentive to staffs well being
- a person should be grateful to a person who offers help (value of a grateful relations!
- a person functions as a part of a group, not only as an individual (collectivism)
- superior and subordinate are unequal, therefore supervisor should take care of 
staff as if they were a relative (conformity/collectivism/large power distance)
14 The preference for a non-assertive, polite and humble type of personality
- superficial harmony (smooth interpersonal relationship oriented)
- staff makes no comment about supervisor/supervisor can do no wrong
From table 8.3.4.1, the overlapping amongst Number 1 (controlling and problem solving), 
number 3 (planning) and number 11 (being a model for staff), seems to be the most 
ambiguous one. The incidents connected with this problem such as "good knowledge and 
skills" could fit in all four of the categories.
Yet, number 2 (being unreasonable) may also be regarded as a work-related group (Group
1). "Being competent and working hard" and "not taking one's work seriously" are 
somehow so close together that one would be inclined to think that they are in fact the 
same category. The problem here is to find out how to distinguish between controlling 
work and planning work, for example "I took the wrong order and he apologised to the 
guests for me".
In order to find the answer to these problems, a distinction must be made amongst those 
work-related categories. One possible solution is to apply some other model which 
suggests planning and allocation of work, etc. Some models offer a means of separating 
one activity from another activity (such as the duty of supervisor,etc). However, these are 
not going to fit perfectly with the results of this research, because one is looking at a 
particular aspect of work.
Hence, the model used for a member of staff in a higher position may not be used as well 
as it is designed mostly for higher level management. Moreover, they may make one 
categorise in the same way as they do that may be able to provide some definitions of the 
role of the supervisor. But if not, another solution is for the researcher to get a few people 
to carry out the categorisation and then try to complete it himself. For this study, the 
second seems to be the more preferable answer.
At this stage, it is felt that two areas need to be explored more deeply. Firstly, to consider 
the nature of work (front and back of house) in this organisation. In this study, there are 
two main groups of staff - people who have contact with customers and people who do 
not. Secondly, to find out the specific and appropriate skills required by supervisors. It is
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clear that all types of work require different working skills.
The nature of the work in the first group, or in other words, those people who work "front 
of the house", is a "service related group". These are waiters and staff at the cake 
counters. Their task is basically imprecise. This type of work refers to a process or an 
activity and not a "thing". However, in the case of a waiter, some "tangible" actions or 
"technical skills" are still required, such as setting the table, taking orders, delivery of 
food, and clearing the table. Or in the case of people who work at the cake counter, a 
knowledge of the display and packaging of cakes, and taking customer order is necessary. 
Therefore, in service situations, the supervisor is required to have control over both 
technical quality (what the customer receives) and functional quality (how the service is 
experienced by the customer). To ensure that the service runs smoothly, the supervisor 
also has to control his emotion and become what Hochschild (1983) termed as "the 
emotional labour".
However, the workers in the drink bar and kitchen (back of house) make no contact with 
customers. Their duties are more "tangible". Cooking stew or mixing a soft drink is easily 
observed and controlled when compared to the previous group.
Table A: Nature of work between front/back of the house
Positions Nature of work Type of product(s)
Waiter Intangible/activities Service
Cake counter Intangible/activities Service
Soft drink bar Tangible Drinks
Kitchen Tangible Hot/cold food
Therefore, supervisors in each group need to control different type of products.
A) For groups of waiters and cake counter staff: supervisor must control the process of 
service.
Waiter: Table setting,Order taking,Food delivery,Clearing table
Cake counter: Cake display, order taking, packing
B) In the bar group and kitchen group, supervisors control the process of mixing (drinks) 
and cooking.
Bar: Mixing drinks. Preparing desserts
Kitchen staff: Cooking
After defining the nature of work, the next step is to explore the skills required by the 
supervisor. Hilgert and Haimann (1991) suggest four types of skills which are required by 
all supervisors.
1) Conceptual skills - supply the necessary information about the firm to the staff
2) Human relations skills - ability to deal and work with people
3) Administrative skills - administrative and paper work
4) Technical Skills - the knowledge of and ability of the supervisor
But increasingly, it is recognised that the possession of technical skills alone is not 
sufficient to identify and develop a good manager at a supervisory level. Moreover, as 
service itself is about human relations, technical skills and human relations skills therefore 
seem to be indistinguishable from each other, in terms of a supervisor in a service 
organisation. In fact, during service interaction, both skills are inseparable. However, this 
idea is different in the "tangible" work group.
Referring back to the process of categorisation, once the skills required and the nature of 
the task have been understood, one should be able to solve the problem of defining the 
remaining four categories.
The category of Controlling (1) the work should therefore mean that the supervisor
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should;
) give clear orders in an appropriate manner, with no emotion 
) enforce the rules
) control service process in order that they go as smoothly as possible 
) control cooking processes
Next, the supervisor (as a Model for other staff- (11)) should have good technical skills.
It is true that people are generally willing to comply with those they regard as expert in
that particular field (expertise). This does not necessarily mean academic qualifications
alone, but someone who obviously knows his job inside out and who does it well. A
supervisor should therefore;
) Have good knowledge and skills for the job 
(waiter, cake counter, bar, kitchen)
) Take work seriously 
) Set a good/bad example
For Problem solving group (1), it is connected to exercise more Power than authority (17);
) No vacillation or uncertainty in making decisions 
) Forgive staff when a mistake is made 
) Being unreasonable or using power to defeat staff
And last but not least, Planning (3) means:
) Systematic with a good working pattern 
) Being able to plan for the future.
However, having completed this process of re-defining, another problem arise. In creating 
a categorisation of controlling and decision making for the waiter and cake vender groups, 
one cannot separate controlling and problem solving from each other, as they both deal 
with making the service run smoothly. The case of the bar and kitchen staff is different.
The result of the fourth inter-judge reliability confirmed that people tended to place 
"controlling", "decision making" and "problem solving" in the same group. While 
"exercising power in the wrong way" overlaps with "making poor decisions".
In order to resolve this problem, the researcher finally decided to give priority to the
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waiter and cake group and place "controlling", "problem solving" and "decision making" 
in one category. The group of "power" was then separated from "decision making", 
because both "using power in the wrong way" and "being unreasonable" are in fact the 
opposite side of the "(doing good) Work group". The distinction is that the "power" group 
consists of mostly negative incidents while the "Work" group is always related to positive 
incidents. Indeed, these two oppositions could finally be placed together (this will be done 
in chapter 10: discussion).
Additional results ratified that group 1 (work) and group 2 the (power) are opposites sides 
of each other. Group 4 (communication) and 8 (meeting) are in some degree the same. 
Group 9 (need for self-development) and group 11 (expertise) are also the opposite of 
each other, as are group 12 (bias) and group 5 (feedback) because they both recognise 
good or bad work in the sense of either giving rewards or punishment unfairly to 
someone. The remaining categories remain the same. This modification leads to the 
conclusion of the fourth category in table 8.3.4.2.
In summary, the results of this fourth categorisation confirmed that;
1) There are two groups of work to be dealt with here, intangible (service) and tangible 
(food production). A supervisor in a service situation has to manage the service 
interaction and exercise his/her human relations skills as the core of his/her work, in 
order to cope with both customers and subordinates, whilst a supervisor in the kitchen 
deals with only his/her subordinate.
2) Regarding leadership style, a supervisor needs to be both "Performance" and 
"Maintenance" oriented. But according to the nature of service, it appears that a 
supervisor needs to be more M than P (or pM). And M here could be modified as 
"Management of emotions".
3) Going beyond the role of supervisor is preferable. It is also useful to separate "helping 
inside work" from "helping outside work".
4) Some categories seem to be positive in nature, and some seem to be negative in 
nature. Some of them are the opposite sides of each other. However, some categories 
have both positive and negative incidents.
5) The management of emotions also features strongly in many categories.
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Table 8.3.4 2 The Fourth categorisation : Fourteen categories (8 groups)
Group
1
2
3
4
5
category
1 Controlling, problem solving and decision making
- gives clear orders in an appropriate manner, with no emotion
- enforces the company's rules
- understands the emotional needs for staff rules (strong uncertainty avoidance)
- no vacillation/uncertainty when making decisions
- forgives staff when a mistake is made
- helps staff to deal with clients
- helps staff to talk to people at a higher level (manager)
- knows how to deal with each member of staff 
9 Self-development activities
- staff think that the supervisor needs to improve him/herself
11 Being a model/Expertise
- has good knowledge and skills for the job and work
- takes his/her job seriously. Works hard/lazy. Does his/her job poorly
- Setting a good/bad example for staff
2 Uses more power than authority (without consent of staff)
- a) Being unreasonable/wrongly using power, Strong desire to win when there's conflit
- b) destroys peaceful surface harmony, uses emotion
7 Creating and maintaining a motivating atmosphere 
The management of em otions
- Inappropriate facial/verbal expression. Tolerates others' ego/face
- knows how to control his/her emotions/fails to control his/her emotions
- identifies and minimises interpersonal conflict
3 Planning the work
- systematic, with a good working pattern
- plans activities and working methods to achieve objectives
- develops and improves team s through planning and activities
- sets up and up dates working objectives for team and individuals
5 Providing performance feedback to employees
- being fair when judging the result of work completed by each individual
- recognises good and bad work. Gives reward and punishment
12 Bias : supervisor has a prejudiced opinion against staff, influences staff unfair!)
- being selfish
- being prejudiced
4 Communication
- speaks nicely/sarcastically
8 Meetings and conferences
- listens to staffs comments on work, the work environment. Open to change
6 Training, coaching and developing the staff
- knows how to teach/transfer technique
- helps new comers to settle down
- helps/ignores staff with work-rated problems
10 Representing the company to the community
- deals with staff on behalf of the company
13 Sacrifice: helps staff with personal matters:
a) about work
b) about staffs personal life
- supervisor is attentive to staffs well being
- a person should be grateful to person who offers help (value of grateful relationship)
- superior and subordinate are unequal, therefore supervisor should take care of 
staff as if they are relative (conformity/collectivism/large power distance)
14 The preference for a  non-assertive, polite and humble type of personality
- staff do not comment about supervisor who is seen  to do no wrong
8.3.5 The Fifth Categorisation
From the very beginning of the first categorisation, it was suspected that there are areas 
which overlap with others due to the complex nature of the work itself. For 
example,"Emotional Management" appears in many categories. Yet, the main problem 
here is how to recognise these overlapping areas of data.
Nevertheless, things work out impressively for these 14 categories. Some of these are 
positive in nature and some are negative, while some contain both positive and negative 
incidents. For example, control, decision group (1) was always considered as positive. In 
contrast, power (2) was always referred to as negative. These two groups are in fact 
opposite side of each other and can be placed together in the final analysis.
Regarding the category of "power", there are two types of power here, 2A (poor decision) 
means that the supervisor is unreasonable or makes poor decisions about work. 2B 
(violence) concerns whether the supervisor will tolerate any peaceful surface harmony of 
the organisation.
Next, planning (3), which could contain both positive and negative incidents, is unlikely 
to include emotional management as there are no emotions involved in the planning 
process. Communication (4), in contrast, contained emotional management. This 
communication, also forms the core of other categories, including: giving feedback (5) and 
meeting (8). Yet, feedback (5) is also linked to "bias" (12b) as the supervisor is prejudiced 
in judging staff appraisal.
Meanwhile training, coaching and taking care of new comers (6) are strongly felt by 
participants to be in the same category. "Supervisor needs to improve (9) his work", and 
"expertise" (11) are opposites. Sacrifice is divided into "sacrifice about work" 13A, and 
"sacrifice about personal matter of staff (13B). 13B could be both positive (He lends me
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some money) and negative (He interferes with my private life).
The category of "no comment", where the staff makes no comment about the supervisor 
(14) includes incidents when people avoid confrontation with those in a higher position 
or those who are older. In contrast, "representing the company" (10) and "meeting" (8) 
refer to a supervisor who acts as a middlemen when dealing with staff on behalf of the 
company.
Undeniably, many categories extend over and cover a part of each other. Hence, with 
respect to the fact that the most important part of service is management of emotions. 
Based on the 14 categories from the fourth categorisation, they were re-arranged into six 
groups as follow. As a result, the fifth categorisation is formed.
A) Work Group comprise of :
Category 1 Control (positive)/2A Power (negative)
3 Planning (+-)
4 Communication (+)
6 Training (+)
7 Emotional Management (+)
8 Meeting (+-)
13A Sacrifice: work
This is the largest group of categories (A) and comprises seven categories. To give a 
clearer picture, it could also interpreted as two smaller groups depending upon the moment 
that they occur.
* In the period before work start and after the work is done
Category 3 Planning (+-)
5 Fair Feedback (+)
6 Training, Coaching (+)
7 Emotional management (+)
: Human relations-staff
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Creates and maintains superficial Harmony
* During Service Interaction
Negative Categories 
2A Power:Decision,Unreasonable 
2B Power: destroys harmony 
4 Communication failure 
7 Mismanagement of emotion
The first group refers to actions of the supervisor before and after service interaction. This 
is composed of planning (3+), training and coaching (6+) and emotional management (7+), 
where the supervisor creates a good working atmosphere and maintains superficial 
harmony. On the other hand, negative incidents in this category mean that he fails to 
handle all of these actions (3-, 6-,7-).
The other group refers to the actions of the supervisor during service interaction. If the 
service is successful, it means that the supervisor is very good in controlling (1) the work, 
he has good communication (4+) with the staff, and also manages his emotions (7+) well 
with both staff and customers.
Hence, when mistakes happen, he is willing to sacrifice (13a) or perform beyond his role 
in order to help staff when they experience difficulties with customers. In contrast, it also 
means that the supervisor misuses his power by being unreasonable, or making wrong 
decisions which cause the service to fail (2a). He may do something that destroys the 
peaceful superficial harmony (2b). Mismanagement of emotion (7-) also leads to failure 
of communication (4-).
Positive Categories 
1 Control
4 Successful communication
7 Emotional Management:
staff and customer relation 
13A Sacrifice:Helps to correct 
the mistakes of staff at work
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B) Categories about the supervisor himself
Category 11 Expertise (+)
9 Supervisor needs self improvement (-)
7 Emotional Management (+-)
Group B focuses on the behaviour of the supervisor him/herself. If he/she intends to 
perform good work, he/she will then develop him/herself so that he/she becomes expert 
(11) in his/her area. He/she should also be able to manage his/her own emotions (7+) and 
be conscious about what he intends to do. In contrast, it may be the case that he really 
needs to improve himself (9), (7-).
C) Categories about the supervisor as a representative of the company
Category 8 Meeting
10 Representing the company in order to deal with staff
This group (C) refers to the supervisor as a representative of the company (10) and in 
meetings (8). Although there were few staff who mentioned this topic, it is necessary to 
acknowledge their existence.
D) Categories about Bias in work place
Category 5 Unfair Feedback (-)
12A Bias: Supervisor is being selfish 
12B Bias: Supervisor treats staff unequally
Group D concerns bias (12A, 12B). 12a refers to moments when the supervisor is being 
selfish. 12b refers to a supervisor who is prejudiced about staff. Category 12b is somehow 
linked with "giving feedback" (5), because if he is prejudiced about someone, he then
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gives unfair feedback to that staff member.
E) Categories about supervisor performing duties beyond his role 
Category 13B Supervisor helps staff with their personal problems
Group E is about supervisor performing duties beyond his role, and helps staff with their 
personal problems. Group F refers to incidents where staff avoid commenting about their 
supervisors.
F) Categories where staff avoid commenting about their supervisor 
Category 14 Staff make no comment about supervisor
Table 8.3.5 shows the result of the fifth categorisation. It should be noted that staff tend 
to take sacrifice (13A, 13B), Use of power unfairly (2), unsuccessful communication (4-) 
and bias (12A, 12B) as personal matters. They regard them as examples of conflict 
between themselves and the supervisor. In comparison, if the supervisor performed them 
positively, staff tended to comment that the supervisor was doing his job properly.
8.3.6 The Sixth Categorisation
Results from previous inter-judges have confirmed the existence of certain categories, such 
as bias, and expertise. However, having tried these six groups of categorisation on a few 
people, the results of the fifth test substantiated that the categorisation does not work. 
From observation, people were confused when they had to make decisions from the 6 
mixed groups. It brought back the same problem from the second categorisation, where 
the process started to lose the richness of data due to its cursory nature.
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Table 8.3.5 The Fifth categorisation : Six categories
Category of Work
1 Controlling, problem solving and decision making
- gives clear orders in an appropriate manner, with no emotion
- enforces the company's rules
- understands the emotional needs for staff rules (strong uncertainty avoidance)
- no vacillation/uncertainty when making decisions
- forgives staff when a mistake is made
- helps staff to deal with clients
- helps staff to talk to people at a higher level (manager)
- knows how to deal with each member of staff
3 Planning the work
- systematic, with a good working pattern
- plans activities and working methods to achieve objectives
- develops and improves team s through planning and activities
- sets up and up dates working objectives for team and individuals
4 Communication
- speaks nicely/sarcastically
6 Training, coaching and developing the staff
- knows how to teach/transfer technique
- helps new comers to settle down
- helps/ignores staff with work-related problems
7 Creating and maintaining a motivating atmosphere 
The management of em otions
- Inappropriate facial/verbal expression, tolerate others' ego/face
- knows how to control his/her emotions/fail to control his/her emotions
- identifies and minimises interpersonal conflict
8 Meetings and conferences
- listens to staffs comments on work, the work environment. Open to change 
13A) Sacrifice
a) about work
2 Uses more power than authority (without consent of staff)
- a) Being unreasonable/wrongly using power, Strong desire to win when there's cor
- b) destroys peaceful surface harmony, uses emotion
Category of ability of supervisor
9 Self-development activities
- staff think that supervisor needs to improve himself 
11 Being a model/Expertise
- has good knowledge and skills for the job and work
- takes his/her job seriously. Works hard/lazy. Does his/her job poorly
- Setting a good/bad example for staff
7 Creating and maintaining a motivating atmosphere 
The management of emotions
- Inappropriate facial/verbal expression. Tolerates others' ego/face
- knows how to control his/her emotions/fails to control his/her emotions
- identifies and minimises interpersonal conflict
Category of supervisor as a representative of the company 
10 R epresenting the com pany to the com munity  
- deals with staff on behalf of the company
Category of Bias
5 Providing performance feedback to employees
- being fair when judging the result of work carried out by each individual
- recognises good and bad work. Gives reward and punishment
12 Bias : supervisor has a prejudiced opinion against staff, influences staff unfairly
- being selfish
- being prejudiced
Category of Sacrifice
13B) Sacrifice: helps staff with personal matters:
b) about staffs personal life
- supervisor is attentive to staffs well being
- a person should be grateful to person who offers help (value of grateful relationship)
- superior and subordinate are unequal, therefore supervisor should take care of 
staff as if they are a relative (conformity/collectivism/large power distance)
Category of which staff shows no comment about supervisor
14 The preference for a non-assertive, polite and humble type of personality
- staff make no comment about supervisor who is seen  to do no wrong
In fact, it suggests that the researcher should continue with all 14 categories in the fourth 
categorisation, as volunteers tend to find the fourth categorisation easier to understand, 
than those of the sixth, as the 14 categories were easier to put incidents into. But 
somehow after each categorisation test, there was the impression that something was 
missing and that an ambiguous results was achieved. Therefore, a major re-definition and 
reposition is required.
Yet, there are other problems which remained unsolved, such as the relationship between 
the "Work" and "Being an expert". They worked out fairly well as independent categories, 
but in fact they both deal with work and overlap with each other. This kind of problem 
still exists in the present categorisation. What one needs to do now is to find a means of 
solving these problems.
One possible solution might lie in the method of combining related categories together, 
such as "feedback" (5) with coaching (6), or to put "being expert" as a sub-category of 
the "work" group. But again, it will end in a similar conclusion as an unsuccessful 
categorisation of those six combined groups. While this problem remains unsolved, 
another important problem is brought into consideration. It concerns the meaning of 
"being unreasonable" which is difficult to define.
Hence, the final decision is summarised as follows: Firstly, the best answer to the problem 
in the work group, is to merge both group 1 (work) and group 9/11 (expertise) together. 
Nonetheless, the distinction between technical skills (whether somebody can plan or 
control a situation) and interpersonal skills (communication) is brought into consideration.
Indeed, this concept of the skills required give a clearer description for the "work" 
category. It indicates that a supervisor has to use both technical skills and human relations 
skills when making decisions and controlling the service. Decision making involves both 
thinking of how one's decision is going to affect others, as well as what is the best
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technical decision to choose.
Figure 8.3.6.1: The merging of categories of work and expertise
TECHNICAL Expertise
SKILLS * Table setting, food serving
* Training/coaching
Management of emotions/ Decision making
* Communication skills
* Controls and manages negative emotions
and maintains harmony
HUMAN Management of emotions/and controlling service
RELATIONS * Communication skills
SKILLS * Controls and manages negative emotions
and maintains harmony
Sacrifice (work)
* Helping staff at work
Secondly, in order to solve the problem in the category of "power"(2b), the most 
appropriate way to redefine the definition, and introduce three new sub-categories. In 
considering that this misuse of power group is meant to be negative by nature, the new 
sub-categories are:
1) Being unreasonable, use of power over staff to win any argument.
2) Being unreasonable, misunderstanding and blaming staff before 
checking what they are actually doing.
3) Criticising staff in front of other people.
Thirdly, the concept of perception is brought back into consideration, as some incidents
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were related to the personal behaviour of each individual. Culture may have sharpen the 
perceptions of a group of people in each nation, yet every person has his/her own way of 
interpreting the world and therefore he/she behaves differently. Some of this concern about 
the personal behaviour of the supervisor will therefore be put in a separate category.
Regarding all the comments mentioned above, the sixth categorisation starts by returning 
to the concept of rearranging those similar incidents of 14 categories into the same group 
(based on the idea of table 8.3.4.2). But this time all 14 categories become sub-categories 
under the seven different groups (table 8.3.6.1).
However, there are some incidents which do not seem to fit in any type of category. For 
example, "he is drunken all the time" or "he always forgets what he has said". This type 
of incident reflects more on the personal behaviour of a supervisor. Accordingly, the last 
categoryi "the category of general behaviour" is introduced.
As a result of these three major modifications, categories in the sixth categorisation with 
their sub-categories should look like this:
1) Work
Technical Skills
(T) * Table setting, food serving (During work)
- Interpersonal Skills (As part of technical skills)
(I) *Management of Emotions, control (B/A & DW)
and management of negative emotion, 
creation of a positive working atmosphere
- Both Technical skills and Interpersonal skills combined
(TI) Training, Coaching, Feedback (Before/after work)
(TI) ^Decision making and control of service (During work)
2) Power (to be put together with "work" in final analysis)
- (TI) ^Decision making and controlling of service
* Unreasonable use of power to win over staff (B/A work)
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* Misunderstanding and blaming staff before (B/A & DW) 
checking what they are actually doing
. (I) ^Management of Emotions, control (B/A & DW)
and management of negative emotion, 
creating positive working atmosphere
* Losing of temper
* Criticising staff in front of other people (B/A & DW)
* Giving unreasonable feedback
3) Bias
* Being selfish
* Being prejudiced, giving unreasonable feedback
4) Sacrifice
* Helping staff by taking the blame
* Helping staff to deal with their personal problems
5) Representing the company in order to deal with staff
* Meetings, being open to suggestions
* Negotiating deals
6) Problems resulting from characteristics of culture
* Staff avoid commenting about their supervisors.
(Large power distance. Face)
* Supervisor avoids conflict and confrontation with staff 
(Smooth interpersonal relationship. Face)
7) Other behaviour
* Personal behaviour of each individual
Note: T = Technical Skills required
I = Interpersonal Skills required 
TI = Both Technical and Interpersonal Skills required 
B/A = Before and After work 
DW = During work
B/A & DW = Time that such skills may be required
In summary, with respect to the data, the researcher is confident that he has achieved as 
much as possible with the categorisation process. There may be more debates about the 
categorisation process and the meanings of incidents, indeed, one will always end up with 
some ambiguity and could continue analysis for a limitless time. Table 8.3.6.2 summarises 
all seven categories and their sub-categories which will be used as a ground for the data 
analysis and in the discussion later.
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Table 8.3.6.1 The Sixth Categorisation: New definition for 14 categories  
New category /sub-category
Work
Emotion
Bias
Representative 
of company 
Sacrifice
Lack of 
Assertiveness
1 Controlling, problem solving and decision making
- gives clear orders in an appropriate manner, with no emotion
- enforces the company's rules
- understands the emotional needs for staff rules (strong uncertainty avoidance)
- no vacillation/uncertainty when making decisions
- helps staff to deal with clients, forgives staff when a mistake is made
- helps staff to talk to people at a higher level (manager)
- knows how to deal with each member of staff
2 Self-development activities
- staff think that supervisor needs to improve himself
3 Being a model/Expertise
- has good knowledge and skills for the job and work
- taking one's job seriously. Works hard/lazy. Does his job poorly
- Setting a good/bad example for staff
4 Training, coaching and developing the staff
- knows how to teach/transfer technique
- helps new comers to settle down
- helps/ignores staff with work-rated problems
5 Planning the work
- systematic, with a good working pattern
- plans activities and working methods to achieve objectives
- develops and improves team s through planning and activities
- sets up and up dates working objectives for team and individuals
6 Uses more power than authority (without consent of staff)
- a) Being unreasonable/wrongly using of power, Strong desire to win when there's cor
- b) destroys peaceful surface harmony, uses emotion
7 Creating and maintaining a motivating atm osphere 
The management of emotions
- Inappropriate facial/verbal expression. Tolerates others' ego/face
- knows how to control one's emotions/fails to control one's emotions
- identifies and minimises interpersonal conflict
8 Providing performance feedback to employees
- being fair when judging the result of work done by each individual
- recognises good and bad work. Gives reward and punishment
9 Bias : supervisor has a prejudiced opinion against staff, influences staff unfairh
- being selfish
- being prejudiced
10 Communication
- speaks nicely/sarcastically
11 Meetings and conferences
- listens to staffs comments on work, the work environment. Open to change
12 Representing the company to the community
- deals with staff on behalf of the company
13 Sacrifice: helps staff with personal matters:
a) about work
b) about staffs personal life
- supervisor is attentive to staffs well being
- a person should be grateful to person who offers help (value of grateful relationship)
- superior and subordinate are unequal, therefore supervisor should take care of 
staff as if they are relative (conformity/collectivism/large power distance)
14 The preference for a non-assertive, polite and humble type of personality
- staff makes no comment about supervisor/supervisor can do no wrong
Table S.3.6.2 Final Seven Categories with their sub-categories
Type of Category Details of Sub-categories
Category of "Working skills"
1 Technical skills and expertise
1.1 Skills of front of the house staff
1.2 Skills of back of the house staff
2 Taking one's work seriously
3 Systematic and strict to rules
4 Creating positive working atmosphere
4.1 Polite verbal communication
5 Taking care of new comer
6 Teaching
7 Coaching
7.1 Know how to deal with each member of staff
7.2 Explain nicely when mistakes occur
7.3 Trust in staff
Category of "Power and Mismanagement of Emotions"
1 Unreasonable - Supervisor enjoys power
2 Unreasonable - Blames staff before checking
3 Unreasonable - Reports staffs mistake to boss
4 Creating negative working atmostphere
4.1 Supervisor takes personal problems to work
4.2 Impolite verbal communication
5 Bad Coaching
5.1 Loss of temper during work
5.2 Repeating staff’s  mistakes
Category of "Bias "
1 Selfishness
1.1 Blame staff for supervisor's mistake
1.2 Only care for one's own benefit
1.3 Avoid doing the job, telling staff to do it instead
2 Prejudice
2.1 Takes side in personal conflict
2.2 Gives fair/unfair reward and punishment
Category of "Sacrifice"
1 Sacrifice in work
2 Help staff to deal with their personal problems
3 Treats staff like a relative
4 Attentive at personal level
5 Supervisor talk to boss on behalf of staff
Category of "Supervisor as a representative of company"
Category of "Lack of Self-assertiveness"
1 Staff avoid to comment about supervisor
2 Supervisor avoids confrontation and conflict with staff
Category of "General Behaviour"
1 Talk behind one's back
2 Other behaviour
8.4 Conclusion
This chapter has shown the development of the ideas behind the construction of the 
meaning of each category. It illustrates the procedure of analysing the data from the 
Critical Incident method where the researcher has the freedom to explore all the areas 
concerned until he achieves a categorisation which he feels comfortable with. The chapter 
concludes with seven categories of incidents related to the behaviour of the supervisor 
perceived through the eyes of operative staff. The next chapter will illustrate those seven 
categories with their descriptions.
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Chapter Nine: Results from Data Collection
9.1 Introduction
Having discussed in the previous chapter the process of categorisation, and the methods 
by which all the incidents should be grouped together, the focus of this chapter is to apply 
this methodology to all the data, and to put it into categories. The data will be presented 
in two ways. The first approach will show how all the incidents were assembled into 
seven groups of categories. The second will deal with the same group of data, but will 
distinguish between staff from the front and back of the house. This analysis will be used 
in the further discussion in the next chapter.
The data were collected using the Critical Incident technique by which respondents were 
asked to recall the good and bad things their supervisor had done. In considering the 
richness of the data and that it contains various descriptions, it was decided that each 
category would comprise of several sub-categories. That is, each sub-category may be 
arranged under the same category, but these differ from each other in minor ways as well 
as at the time of occurrence.
For instance, "he lets me borrow his money" will be placed in the sub-category of, 
"supervisors help staff to deal with their personal problems" under the main category of 
"supervisors doing things beyond their required roles", while "She treats me like her own 
sister" will also be under the same category, but fall into the sub-category of "supervisor 
treats staff as if he/she were a relative".
With reference to the categorisation in chapter seven, the answers to the two questions 
"what was the best thing your supervisor did that you liked most?" and "what was the 
worst thing your supervisor did that you didn't like?" are categorised into seven categories 
(each with their own sub-categories) as follows (please see also figure : 9.1)
1) the "Working skills" group.
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a) Technical skills and Expertise
* Skills required for front of house staff
* Skills required for back of house staff
b) Taking one's work seriously
c) Being systematic and adhering to the rules
d) Communication
e) Taking care of new staff
f) Teaching
g) Coaching
* Knows how to deal with each member of staff
* Shows trust in staff
* Explains sensitively when mistakes occur
2) the "Power and Mismanagement of Emotions" group,
a) Supervisor enjoys using power
b) Blames staff to please customer, or without checking reasons first
c) Reports staff mistakes to boss
d) Mismanagement of Emotions
* Supervisor takes his personal problem to work
* Losing temper during work
* Recounting staffs mistake
3) the "Bias" group,
a) Selfishness
* Blames staff for supervisor's mistake
* Cares more for his own benefit than anything else
* Avoids doing the job himself but tells staff to do it instead
b) Prejudice
* Personal conflict
* Gives fair/unfair reward and punishment
4) the "Sacrifice" group,
a) Sacrifice at work, taking the blame for staff
b) Helps staff deal with their personal problems
c) Treats staff as if they were relatives
d) Treats each staff member on a personal level
e) Supervisor talks to the boss on behalf of staff
5) the "Supervisor as a representative of the company" group,
6) the "Lacking of self-assertiveness" group,
a) Staff avoids comment about supervisor
b) Supervisor avoids confrontation and conflict with staff
7) the "General behaviour" group
a) Talk behind people's back b) Other behaviour
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However, it should be noted, that when these categories are discussed in the next chapter 
some of them will be brought together for the discussion. They are separated into seven 
groups because this method reduces the complexity of the categorisation. Thus, in the 
discussion, different categories might be pulled together if they overlap on the same area. 
For instance, the first and the second group ("Work" and "Mismanagement of emotions") 
will be regarded as opposites of each other. Therefore when they are to be discussed in 
the next chapter, these "opposite meanings": e.g. two opposing categories, will be placed 
together.
Besides, as partially discussed in the previous chapter, "management of emotions" seems 
to appear in many categories. The result of the categorisation confirms that this idea is 
ratified. Lastly, an effort has been made to ensure that comprehensive explanations for all 
seven categories and their sub-categories, have been carefully made.
9.2 The categoiy of "Work"
The first and the largest category of all is the category of "Work". In fact almost all of 
the categories have connections with "work", as the focus of this research concerns an 
important part of the organisation: the supervisor. But "work" under this category refers 
to the actual "skills" and "duties" of the supervisor. It comprises 7 sub-categories. The 
first four sub-categories relate to the period of time when service or preparation of food 
is taking place. The final three sub-categories mainly connect the incidents which occur 
in the period before or after work (or service).
9.2.1 Sub-category of "Technical skills and Expertise"
This sub-category focuses only on the supervisor himself, regarding how good he is at 
using his skills during service or work. A good supervisor should be "competent" and 
should have the cited "expertise" in his job. Regarding the skills required in the job, this 
sub-category deals with two types of technical skills, one focuses mainly on service skills
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and the other on cooking skills. This is because this research involves two groups of staff, 
whose jobs require different working skills. The first group is the "service related" group,
where the supervisor or staff member, when dealing with a customer, has to use a
combination of technical skills and interpersonal skills in order to achieve a customer 
satisfaction. The second group concerns staff who work at the back of the house, and who 
perform their entire job without any customer contact, (such as staff who work in the 
kitchen or at the drinks bar).
9.2.1.1 Technical skills for front of the house group (Waiter/Cake counter)
Positive: (13)
10. He is very good at work. He knows almost everything about his job. I can ask him 
at any time, about any aspect of the job.
12.1 He is better (at work) than me. He takes very good care of customers. There was
a time when food and drink were slow to arrive. Clients got very angry. My 
supervisor dealt with the client sensitively.
14. He is very good at improving sales. He asks us to try to promote the new menu,
so that we can boost sales.
37. He is a good example. He knows what he is doing.
48.2 She made an impressive window display of cakes.
58. Helpful. Whatever help I need, he will try to give it. When it gets busy and we
can't serve customers, he then comes and serves/ or sends someone to help.
59.1 Understands the needs of clients and suggests new products.
70. He is good at making decisions. Sometimes when there are not enough staff to
serve customers the supervisor can fill the required position without fail.
72.3 She can fill in any position needed and does a good job. (take an order).
76.3. He's good in both customer relations and staff relations.
102 Helps every staff if she can, no matter what kind of job. Sometimes she doesn't
have to do the job but she helps anyway. She works in section 1, but when section 
2 is busy, she comes and helps out.
104.1 Friendly with staff, gives good advice. We experienced some problems. He 
explained until we understood.
124.2 Dealing with guests. A member of staff took an incorrect food order. The 
supervisor solves the problem by asking the customer to "take away" the food.
Negative: (6)
12.1 He is not good at his work. I can do it better.
49. Never stands firm. Tries to please everyone. Indecisive. Asks me about his own
job.
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70.3 When I ask him about the job, he can't give me a clear answer.
104. He doesn't know how to continue a conversation. If we ask him a question, he will
only give one answer. He has no problems with staff, but his weak point could 
affect his own promotion. When the management ask him a question, he gives an 
answer without any further explanation. Lack of communication skills.
110. About the service, what he teaches me, is not the same training that I received
from a head-office. He should improve his skills.
114. He hasn't got sufficient education for his position. Although he works hard, in
terms of promotion he cannot compete with other college graduated staff.
9.2.1.2 Technical skills for back of house group (kitchen/drinks):
Positive: (7)
53. He sets a good example at work. He speaks gently. He takes care of his own
section.
81. Kind, talks gently. Understanding. Never gets over emotional. When we have
problems about the job, she comes and helps to sort them out.
94. She is very good at her work. She can answer every question about the job. About
how to cook things.
100. Never refuses to do any job, even if it belongs to another department.
123. Good at work, neat, cooking Japanese food.
129. Too many tasks for one member of staff, (I was left alone). She came and helped
me to do the job.
130.1 When I have a work problem and go to see her, she gives good advice.
Negative: (2)
80. Indecisive. Slow in making a decision. We ran out of goods and should have
ordered a new batch. He has absolute power to do the task himself, but he always 
consult the boss first.
97. She's been working for so many years, but she's not good at her job. I can do it
(operational job) better.
9.2.2 Sub-category of "Taking one's work seriously"
This sub-category demonstrates how well subordinates feel their superior concentrates on 
his/her work: whether he/she should be proud of himself or whether they need to change 
their behaviour. In addition, punctuality is regarded as preferable.
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Positive: (5)
21.2 He works hard. Attentive to his work. But if we do anything wrong or make any 
mistakes, then he scolds us.
72.1 He is punctual. Never late.
75. Diligent. Although he has had little education, he has proved that he can be a good
supervisor, by being attentive to his job and his work colleagues.
104.2 Good example and never jokes while working.
132 Punctual
Negative: (15)
10.2 She always laughs and jokes during working hours.
35. He jokes all the time. Talks, laughs, and teases other staff while working. Always
use impolite words. It's not appropriate for people in his position to talk in a vulgar 
manner, because other staff will not respect him.
38. He has no sense of responsibility. He doesn't care about his job. Once he asked
us to help him improve the service but he then failed to follow it up.
55. When the restaurant is full of customers, instead of helping me to serve the
customers, he tries to criticise the work I have done.
70.2 Always late for work.
75.1 Always late. Sets a bad example to subordinates.
75.2 Drunk almost all the time. Late for work.
76. No leadership quality. Jokes with everybody all the time. Nobody respects him.
He sings during working hours and talks and laughs.
77. Jokes too much. Tells jokes during working hours.
83. Jokes with staff during working hours. Once, we were busy with work. He came
and teased us. He shouldn't do that during working hours. Other staff do not 
respect him.
86. Sets a bad example. Always late for work.
118. In training, he tried to tease me and my friend. It was not fun for us but he 
enjoyed it.
128.1 He jokes too much, almost all the time.
128.2 He sets a bad example. Reads newspapers during working hours. 137. He is 
always absent from work with no reason. This is a bad example to set.
9.2.3 Sub-category of "Systematic and adhering to rules"
This sub-category indicates the needs for staff rules and that staff expect their supervisors 
to enforce rules and regulations in the work place. In addition, the supervisor should also 
be systematic about work, to avoid taking wrong actions or making false statements.
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Positive: (8)
48.1 Being strict with the regulations/rules.
49. Work comes first. Punctual, Give clear orders. Systematic.
We have monthly meetings. He imposes work regulations and puts the duty rota 
on the wall.
52. He is systematic. Makes no mistake in work or in orders.
69. Cares for all subordinates. Not biased, but constant and systematic. Good at
distributing jobs, Everybody works reasonably.
76.1 Follows the rules. Sets a good example for staff. Gives quality service to guests.
117. Well planned, is organised at work. On Saturday and Sundays, he sets our work
schedule so that work runs smoothly all day.
124.1 Attentive to his work. Decisive, helps staff. Sets up work zones so each member 
of staff knows their own area of responsibility. This then makes the job run more 
smoothly.
131. Follows the rules, systematic. Asks for staff opinions. Sets a standard on paper and
asks the opinions of the stock controller.
Negative: (1)
47.1 Dictatorial, unsystematic. We should communicate more. We should have a log 
book. Sometimes when he is absent I have to take care of everything, and I don't 
really know whafs been done or not, or whether there is anything to be done 
urgently.
9.2.4 Sub-category of "Creating Positive Working Atmosphere"
When saying "Creating Positive Working Atmosphere", one refers to the action that a
supervisor takes to create a comfortable working environment for his staff. It also refers 
to the harmony in the working place which is the crucial factor in enhancing the quality 
of products. Yet, the supervisor should, in one sense, try to make staff feel that they 
belong to the organisation.
9.2.4.1 Polite verbal communication
In fact, verbal communication is found in almost all categories. However, some of the 
respondents, chose to comment about the actions of the supervisor using general terms,
i.e. adjectives such as "friendly", "talks nicely", etc. This means that staff may try to
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describe the ability of their supervisors to control their emotions in public, as well as their 
communication skills. This is one of the most important actions, which leads to better 
harmony in the work place as well as maintaining staff morale. Indeed, "management of 
emotions" is the key element of successful staff administration. People seem to prefer to 
work with superiors who are friendly, talk gently and show no dissatisfaction, and who 
are always gentle and nice.
Positive: (14)
12.2 He is very good at controlling his emotions. He shows no emotion under any 
circumstance. He is gentle with everyone (with both staff/clients).
15.1 He is calm. Good at work.
27.1 He speaks politely.
31.1 He is friendly. He can talk to anybody in the branch.
65. Friendly, she tries not to be too serious at work which makes other people feel at 
ease.
74. She is good at her job. Has good human relations skills. Talks politely to everyone, 
both customers and staff. Makes no mistakes at work.
89. Her work is always good. She is friendly and is not over emotional.
92. She is good at her job, friendly. Talks to me politely.
97.1 Friendly, kind, gives advice. Not conceited. When off-work, she is friendly so I 
am very grateful.
98. Friendly, jolly. Not too serious. I am happy to work with him.
116. Friendly, not too serious. I can tease her while we are working.
130.2 If I ask for leave, she asks the reason politely and then lets me take the leave.
134. Talks politely, friendly.
136.2 Sincere to us.
Negative: None
9.2.5 Sub-category of "Taking care of Newcomers"
This sub-category refers to incidents where staff mention that the best or worst thing their 
supervisor has ever done is to take care of, or neglect new comers.
Positive: (7)
59.2 Takes good care of a new comer. Understands new comers, helps them.
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64. Takes care of new comers.
106.2 Takes good care of new comers.
108.1 Friendly, good at teaching, Helps new comers to learn their jobs.
113.1 Helps new comers to settle down.
114. Helped me when I first joined the company. Gives good advice about the job.
115. Helps new comers.
Negative: (1)
15. He is fastidious, critical and repeats himself.
It was my first day at work. He constantly repeated the work process to me. Made
me crazy.
9.2.6 Sub-category of "Teaching"
This sub-category shows how staff expect their supervisor to be capable of teaching them
their jobs. In other words, it means that supervisors must be "good teachers" and good at
teaching and transferring skills, and ready to answer any questions about the job.
Positive: (27)
11.1 She is very good at teaching (technique and job).
13. He is friendly, approachable, very good at teaching. He taught me many things 
when I first started working here, step by step.
18. She was very good at teaching. What we don't know, we can ask about. She
always gives clear cooking instructions, explains all the processes required.
20. She knows how to teach. She told me calmly how to cook stuffed-chicken. She
explained about all the ingredients.
22. She is friendly, calm. I didn't know how to make drinks, she taught me gently.
30.1 He is smart. He gives opportunities to other subordinates. He trained in the head 
office. When he came back he taught us all the tactics and techniques he has 
learnt.
36. I asked him how to communicate with customers.
40. When she learns a new cooking technique, she teaches us. (How to bake Chinese
moon cake.)
46. He advises staff about work, about how to dress appropriately, and how to wear
the uniform correctly.
51.2 Patient. Knows how to give advice. Knows how to teach working methods to 
others.
54. Kind, gentle, understanding. I didn't know how to cook some soup. He explained 
the cooking procedure step by step, his explanation was clear and easy to follow.
55. She is good at teaching. When slicing vegetables, I sliced them too thickly. She
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said they were not the right size. So she showed me how to do it correctly. She 
got every single piece right.
56. Friendly, Good at teaching. She will give direction the reasons for why work is
carried out in such a way. Then she gives examples and important techniques, (to
cook fried noodle).
66.2 Whenever she learns new cooking techniques, she teaches all of them to us.
67. Friendly, good at teaching. She knows how to use the appropriate words when
teaching. She gives appropriate examples. She gives cooking demonstrations which 
are easy to understand.
76.2 Good at teaching other staff.
80.1 She speaks clearly. Easy to understand.
83.1 Friendly, Good at teaching. She gives cooking demonstrations for kitchen staff.
Gives details and good examples. Easy to follow. 84. Good at work. Good at 
teaching staff. Knows how to teach each staff member.
85. Helps staff when they experience problems with guests. Explains how to serve the 
guest correctly.
97.2 She taught me how to do the job, step-by-step.
106.1 Not too serious, sets a good example, reasonable.
118. Good at teaching, smiles. Knows how to approach guests.
122. Good at teaching. When I tried to mix iced tea, she came and explained step by
step.
128. Friendly with staff. Good teacher. She taught me how to cook sukiyaki step by 
step. Easy to understand.
133. Gives advise on how to serve the customer.
136.1 Demonstrates how to do the job, so that we have an example to follow.
Negative: (3)
56. Unreasonable, speaks sarcastically. When she taught me how to do some cooking, 
she did not fully explain anything, but expected me to do as well as she was able 
to.
84. When she teaches me to mix drinks, she speaks scoldingly.
120.1 When I had work related problems and went to see her, she just ignored them.
9.2.7 Sub-category of "Coaching".
Under this sub-category, the supervisor is regarded as a coach to the team and each 
individual. Similar to coaching in sport, the supervisor should therefore have the "know­
how" in handling each staff member. He should also show trust in his subordinates, by 
allowing them to be responsible for some important jobs themselves. For instance, when
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a staff member makes a mistake, the supervisor should explain patiently the reason why 
and tell the staff how to carry out the task correctly. Thus, one important element which 
makes this sub-category different from the group of "Teaching", is that staff must have 
initially made a mistake which the supervisor helps to correct. On the negative side, 
however, it could mean that the supervisor fails to act as a good coach for the working 
team.
9.2.7.1 Coaching: Knowing how to deal with each staff member.
Staff commented that a good supervisor should be capable of dealing with each individual 
member of staff. He should be good to staff who take their work seriously, and yet 
reprimand staff who are lazy.
Positive: (6)
4. I talked impolitely to a guest and I was too emotional. My supervisor let me go
and then talked to the guest. Later, he came to see me. He was very nice in 
explaining the reason.
17.1 He said that every problem can be solved.
19.1 He knows how to deal with each staff member. He knows who is good and who
is lazy.
38. He knows how to encourage staff to work. He compares himself with his friend
in another branch. He then tells us that he needs our help to compete for the best 
branch award, so that we will work hard for our branch.
72.2 Takes care of subordinates.
111. Once I took a day off for important reasons. He asked me once and then never
talked about it again, because he knows I prefer it that way.
Negative: None
9.2.12 Coaching: Explains patiently and calmly when mistakes occur.
Staff expect their supervisor to control his emotion if they have made any mistakes. They 
feel grateful when a supervisor explains about the mistake nicely instead of shouting at 
them. This topic of coaching corresponds significantly to the topic of "bad coaching" - 
"losing temper during work" in the next category (9.3 mismanagement of emotions).
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Positive: (19)
1.2
3.
7.2
15.2
17.2
26.
30.2
31.2
44.1 
63.
77.
78.
80.2 
90.
96.
99.
107.
112 .
137.
I made a mistake and I apologised. My supervisor understood and never mentioned 
it again.
He is reasonable. When I did something wrong, he was not angry but explained 
the cause and comforted me. I put the broomstick in the wrong place. I left it by 
the service station. He came and asked me in a friendly manner if I had done it. 
Then he told me to do it in a correct way next time.
I took the food order wrongly. He didn't blame me but explained the situation and 
that it was in fact my mistake.
When I did something wrong, he explained why without blaming me.
He is nice and smiles all the time. When staff don't follow the rules, he explains 
gently and nicely.
He is kind, frank and fair and very helpful. I made a mistake that caused some 
damage. He told me to pay more attention. He said be careful next time, without 
blaming or criticising what I'd done.
When he wants to point out our mistakes, he will talk to us personally and 
privately. It would be a discussion between us (not in front of others). I think this 
is the right way to correct mistakes.
I took a wrong order. The guest complained. He explained nicely to me what had 
gone wrong.
He is understanding. I cooked the wrong food for customers. He came to explain 
what had gone wrong.
Understanding, friendly. When we have a job-related problem and go to see him, 
he will be pleased to help. But if he can't, he will try to get us to see somebody 
who can help.
Good at work. Never gets angry with staff. When we were busy (during lunchtime 
service) with too many customers, we took the wrong orders for the wrong guests. 
This supervisor tells us how to write orders correctly so as not to get confused.
He is nice. Helps staff when there's a problem. Tells us right from wrong. When 
we did something wrong, he would come and point out that if other people had 
discovered it, we would be in trouble.
When we are wrong, she tells us without being emotional (not angry). She never 
gets mad at us.
Friendly. Loves his subordinates, but is not over emotional. When we make 
mistakes, he would not criticise us immediately, but would wait until we felt better 
and then would talk reasonably.
Friendly, jolly. He is not too serious about any mistakes which are made.
Never uses emotion when saying things. I made a mistake, and she talked gently 
to me.
Direct, sincere, keeps his word. When slicing vegetables, I sliced them too large. 
He then sliced them for me to see. Then I tried harder and I could do it correctly. 
We were wrong. He pointed out nicely that being late for work is not good.
Direct, warns staff when they make a mistake. Although some might not like it,
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I do.
Negative: None
9.2.7.3 Coaching: Supervisor shows his trust in staff
This topic refers to the decision of a supervisor, to allow staff to complete important tasks 
on their own. Staff feel that they have been recognised by the supervisor and that makes 
them very proud.
Positive: (2)
27.2 He trusts me and lets me make some decisions about how to arrange the tables for 
guests. While another boss said that I should not do it, he insisted. I proved that 
I could do it, thanks to him.
121. Trusts me and lets me do the job myself. Lets me help new comers
Negative: None
9.3 The categoiy of "Power and mismanagement of Emotions”
In the category of work, most of the incidents are inclined to be positive by their nature. 
However, the description of this second category is predominantly negative. "Power” in 
this case, implies the actions of the supervisor which are regarded as "unreasonable" by 
the staff, (i.e. that the supervisor tries to force the staff to do a job they may not want to 
do). Although some actions may only be those of a person in a position of authority, who 
wants to get work done, the staff may still consider that the supervisor is illogical, 
irrational or even self-centred.
In contrast, if the supervisor really lost control of his/her emotion, either during work or 
before and after work, his staff would have strong feelings about his abusive manner. This 
mismanagement of emotions is referred to in many incidents, and thus confirms that it is 
a genuine complaint.
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9.3.1 Sub-category o f "supervisor enjoys using power"
In this sub-category, the subordinate views his supervisor as an unreasonable person. He 
is inconsistent and does not care for his staff. He may give out orders without considering 
if they are appropriate or suitable for the situation. The supervisor also considers himself 
as a boss who has ultimate power.
Positive: None 
Negative: (17)
1. He enjoyed his power. If he wants anything done, it must be done immediately.
I was working in one position. One day he wanted me to do another job, and still 
expected high-quality service from me.
2. He wanted me to work, even though it was my day off, without reason or 
explanation.
3. Grumbles and is over fastidious (about job). He wanted me to do someone else's 
job. I was working in the kitchen, but he wanted me to help to serve the guests. 
Other people in the kitchen thought that I had tried to create an unnecessary delay.
10.1 I was busy with my job. She came and gave me some extra jobs to do.
13.2 He wants me to do extra work without asking whether I'd like to do it or not.
17. He wants to win on argument if we have different opinions, whether he is right
or wrong. If a customer comes in, I take him to table A, but the customer wants 
table B. So he sits there. My supervisor talks rudely to me and asks "Why not 
table A?". This is nonsense.
30. Grumbles, and is self-centred. 1 haven't finished the first job before he gives me
a second one to do.
36. Dictatorial, and over fastidious. He sets his own rules and wants others to follow.
All the staff disagree with him, so he goes to see the boss and tries to instigate the
rules in the working place.
46. I haven't finished my job before he gives me another one to do. I was taking an
order at one table, yet he wanted me to serve another table.
47.2 He never calls a staff meeting. He just gives orders without asking for feedback 
or opinions.
50. She was once my working peer. She got a promotion to supervisory position. She
has changed her behaviour. After completing my job, I was resting and talking to
some friends. She came in and talked curtly to me. She said that I had tried to
delay the work.
54. Doesn't care about his job. Enjoys talking too much. He always tells us to regard
him as the boss. He is self-centred.
62. Unreasonable. Unpredictable.
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Turning on and off the light becomes a big issue. Today he wants it on but 
tomorrow he might want it off.
91. Over fussy about details. When I cut a cake, she wanted every piece to be exactly 
the same width, which was impossible.
108. Over emotional, quick tempered.
I was serving one table but he wanted me to set up another table. He scolded me, 
even though he saw that I was serving another table. He blamed me for no reason.
117. Bad tempered. He wants all the staff to be at his command. Never asks our
opinions.
133. Over fastidious. I was working as a butler but he wanted me to finish as soon as 
possible so that I could go and help him unload the truck.
9.3.2 Sub-category of "blaming staff to please the customer or blaming staff without
firstly checking the reasons"
There are cases when the supervisor should check the cause of and reason for the mistake, 
before shouting or blaming the staff. It is possible that the mistakes may not have been 
caused by the staff member blamed, but by a customer or another member of staff. 
Consequently, a supervisor who fails to trace the real cause is regarded as unreasonable.
Positive: None
Negative: (11)
4. Enjoys complaining.
I put the food order on the wrong bill. He shouted as though I had made a terrible 
mistake. (In fact, it would be better to correct me first, before he shouts).
6.2 I was right and the customer was wrong. He talked rudely to me without asking 
for the facts first.
8. He scolds me too often. He should not blame me in front of other peoples,
specially, in front of customers.
11.1 I was serving a customer. She wanted some more cake, but my supervisor thought
that I was slow and sluggish.
16. He has a bad attitude towards work. I was serving a customer. Unfortunately, he
was being difficult My supervisor blamed me, saying that I was useless. In fact, 
he should have asked what was going on. I know that we must please the 
customers, but I don't think it is right or fair for me to be blamed.
34. Fastidious. I was trying to set a table. He didn't see it, and shouted at me for not
setting the table.
61. Sarcastic, sharp-tongued. She scolds the staff before she knows the real reason.
Never apologizes.
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71. Bad temper, very emotional. When he is not happy with the job I've done, he talks
rudely to me without asking the reason for my mistake.
74. When I make a mistake, he blames me without asking the reason. Speaks rudely
to me.
85. He is too strict about the rules. Never compromises. It rained and I had to wear
a different colour pair of socks instead of white socks. He scolded me without 
asking why I had changed my socks.
109.1 Credulous. He heard some negative story about me, so he blamed me for it. He 
told me that I had shouted at a new member of staff but I had not. He told me to 
apologize, and yet never really asked about what had occurred.
9.3.3 Sub-category of "Reporting staff mistakes to Boss"
In fact, this may be the act of a supervisor who is trying to do his job, by reporting what 
is happening in the organisation to his boss. But staff who had made the comments in this 
category, thought that when they had made a mistake, the supervisor should have given 
them a second chance before reporting the mistakes to a person in a senior position.
Positive: None
Negative: (3)
6.1 He wanted the job done without any mistakes. Even if there were small errors, he 
reported them to the boss.
12.2 I made a mistake. He didn't give me any advice but reported it to the boss 
immediately. This affected my annual appraisal.
68. I broke the rules and he reported me to the boss. He should have come to talk to
me first or given me a second chance.
9.3.4 Sub-category of "creating negative working atmosphere"
Being temperamental is not pleasant. It is one of the most difficult types of behaviour to 
come to terms with. All the incidents in this sub-category confirm this fact. Although the 
reactions of people towards a display of anger may differ depending upon the individual, 
no one is happy if he becomes a victim of this intensely unpleasant state.
9.3.4.1 The supervisor takes his personal problems to work
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This sub-category deals with the incidents in which the supervisor fails to separate his 
personal problems from the work environment. He is perhaps upset about his personal 
life and takes these problems to work.
Positive: None 
Negative: (6)
9. He talks rudely, is over fastidious, and is always in a bad mood. He is 
temperamental. If he is angry about something, he is then mad at everybody and 
everything.
45. Moody. He has problems at home and brings them to work. Shouts at staff.
96. Over fastidious, always complaining. Someone made a mistake but he didn't know 
who was responsible, so he kept on grumbling about it.
105. He was upset about a domestic problem. When he arrived at work, he got angry 
at the staff.
112. Fastidious. He was upset about a problem at home and shouted at me for no 
reason.
131.2 He has problems at home, and therefore gets angry with us.
9.3.4.2 Impolite verbal communication
This topic corresponds to the topic of "polite verbal communication (8.2.4.1), in that some 
of the respondents prefer to describe only the good and bad things that a supervisor has 
done, by using some of the adjectives.
Positive: None
Negative: (7)
11.2 She shouts whenever she's angry. Talks sarcastically and is bad-tempered.
57. Becomes serious when serving customers. Scowls whilst working.
70.1 Talks impolitely to staff. Teases staff while working.
72. Speaks too loud and sometimes scares me.
107. Talks too much, repeats himself. Says something sarcastical without mentioning 
anyone in particular.
111. He speaks impolitely or rudely when addressing others.
129.2 Bad mannered. The way he talks to other staff is impolite.
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9.3.5 Bad coaching
This topic, again, is in contrast to "good coaching". However, the two categories differ 
from each other in some minor details.
9.3.5.1 Losing temper with staff during work
There are times when things do not go according to plan, but staff commented that a good
supervisor should be able to control his/her emotions. Losing one's temper could be
regarded by an observer as a failure of communication between staff and supervisor.
Positive: None
Negative: (18)
20. She shouts at me in a threateningly manner every time I make a mistake.
40. He always sets a time limit in which to do a job. When we cannot finish it on time
he becomes angry and scolds us.
41. Over emotional, bad tempered, and moody. Sometimes we don't understand his
commands which annoys him.
42. Inconsistent. He will smile when he gives out orders, but if he has to do the job
himself, he will get moody and never smile.
52. Bad tempered, over minor details. He treats a minor mistake as a big mistake.
58. He is not happy with his staff. He shouts at them.
63. He gets emotional and panics easily during busy times.
66. He brings his emotions into the work place. He gets angry when the job takes
time.
78. Shows dissatisfaction by pulling faces.
82. Quick tempered. He loses his temper when he's busy. His face shows his
dissatisfaction.
88. Never asks for reasons, and is always scolding. He will shout when he is not
happy with my work.
94. Sarcastic. She talks sarcastically to me whenever I make a mistake.
98. Bad tempered, shouts. She always shouts in a threateningly manner (in front of
others) to the person who made the mistake.
119.2 When I made a mistake, she was sarcastic.
120.2 When I told her that she had made a mistake she was very angry with me. (She 
had misread the food order.)
121. She reprimands staff in front of others. (Instead of speaking reasonably, she pinch 
them).
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131.1 Grumbles, and is fussy. He always shows his dissatisfaction by pulling a face.
136. When I make a mistake, or he shouts at me.
9.3.5.2 Reminding someone about his/her mistakes
This is a good example of bad coaching. Always reminding someone about his/her 
mistakes is not a pleasant thing to do, and staff who have made mistakes feel that a 
supervisor is therefore treating them badly. This may lead to a low quality of service in 
the future.
Positive: None 
Negative: (4)
24. Grumbles, repeats herself. I made a mistake and she constantly repeated it.
65. Hard to please, repeats himself. He always talks to other people about my
mistakes.
101. Grumbles, repeats herself. I made a mistake which she continually repeated.
103.1 Always mentions other's mistakes.
9.4 The categoiy of "bias”
This category, similar to the next category (sacrifice), suggests that staff consider their 
relationship with their supervisor as very important. "Bias" seems to occur in any type of 
organisation where staff are treated and influenced unequally. From the results, it was 
found that there were two types of bias which staff commented on. The first one is 
selfishness, and the other is prejudice.
9.4.1 Sub-category of "selfishness"
This sub-category concerns the notion that the supervisor is regarded by his subordinates 
as a selfish person, (such as the supervisor trying to avoid any responsibility, or trying to 
look after his own interests).
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9.4.1.1 Supervisor blames staff for his mistakes
In any organisation, it is sometimes possible that the supervisor avoids taking 
responsibility for any mistake, by "scape-goating" someone else. That is, instead of taking 
the blame, he places it on subordinates. This creates a very bad impression about the 
subordinate who is blamed.
Positive: None 
Negative: (4)
44.1 Unreasonable. If a mistake has been made, she blames us.
126. Unreasonable, and scolding. She made a mistake which ordering goods, but blamed 
me for it afterwards.
130. Never encourages staff to work harder. When we have problems, he just ignores 
them and blames everybody except himself.
134. Indecisive, and a liar. She was packing a cake, and she made a mistake. When the 
manager came and asked who had done it, she said that her staff had.
9.4.1.2 Supervisor is more concerned with his own interests more than anything else 
Positive: None
Negative: (3)
89. The supervisor is always busy looking after her own interests.
102. Self-centred, two-faced. She never works but when the owner of the restaurant 
arrives, she pretends that she works hard.
103.2 Blames her staff verbally.
9.4.1.3 Supervisor tries to give orders to staff while trying to avoid working himself. 
Positive: None 
Negative: (2)
124. He never does any work but just gives orders.
129.1 He never does anything but just gives commands to staff
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9.4.2 Sub-category o f "prejudice"
This sub-category evolves from the notion of discrimination in the work place, or that a 
staff member feels that a supervisor is discriminating against him. However, this sub­
category also highlights that staff regard fairness and a straight forward means of giving 
reward or punishment to be a significant code of practice.
9.4.2.1 Personal conflict
All incidents under this sub-category indicate that staff feel uncomfortable if they have 
to work under a supervisor who cannot separate his personal problems from the work 
place, or with a supervisor who takes sides when there is a conflict between staff. Under 
this topic, personal conflict includes both conflict between the staff and supervisor, and
a situation when the supervisor treats staff members unequally.
Positive: (6)
2.1 He is not prejudiced. When I had a quarrel with my working colleague, he asked 
both of us the cause of the argument and then cleared it up.
8. He is respectable. He can separate personal matters from work-related problems.
If he doesn't like someone he can still work with them.
25. He is not biased towards me or my friends
29. He has got leadership skills. He is not biased and is responsive and responsible.
One staff member had a problem with another staff member in a different 
department. My supervisor knew of the quarrel. He then called both of them to 
settle the matter. After listening to both sides of the argument, he pointed out 
what was right and wrong.
41. He is reasonable. He knows that I don't like one staff member. He tries to suggest
ways of adjusting myself towards others' behaviour.
91.1 She is not prejudiced, she is friendly. If there is a conflict between two members 
of staff, she will ask both of them about it before making any judgement.
Negative: (12)
13.1 He keeps his eyes on me all the time and tries to see me doing something wrong, 
So that he can catch me out.
14. When we had a disagreement about work, he tried to defeat me. When he couldn't,
he took away my clock card so I couldn't go home after I finished my work. He 
did it on purpose.
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19. Biased, prejudiced. She will be kind to the people she likes. The rest mean nothing
to her.
21. Biased, bad tempered. She likes my friend but not me. She talks sarcastically to
me and blames me for things I didn't do.
22. Bad tempered, self-centred, and grumbles. If there's a mistake, she shouts. She
always points her finger at staff instead of talking reasonably. She told me to be
humble. She said that I would never receive a promotion as long as she's there.
25. I had notified her 2 weeks in advance that I would be away for a few days. But
when the time came she didn't let me take the time off. One of my friends, 
however, can take leave after only 2 days notice.
26. Self-centred, Biased. He only lets me work in the morning shift, and never the 
evening shift. But my friend whom he likes, can have whichever shift he wants.
27. Biased. He let my friend work the morning shifts for a whole month. It's not fair
of him, because nobody else can work shift which they would like.
33. If we have any disagreement, he never talks it out, or tries to clears it up, but
looks at me as if I were the culprit.
64. Biased. He will be nice to a person from the same province.
106. Biased, unreasonable, repeats himself.
I was 3 minutes late but he said that I was 10 minutes late.
123.2 She speaks the Eastern Thai dialect almost all of the time. She should speak formal 
Thai so that everybody can understand.
9.4.2.2 Giving reward and punishment about work, fairly or unfairly
Positive: (8)
2.2 He gives recognition to all his staff. Once we had a meeting and I proposed a new
idea of how to place the food orders. When we put it into practice, he reported to 
the head office that it was my idea.
11.2 She reproached me when I did wrong. But that was because I had been wrong. It 
was very reasonable of her.
19.2 He approves of good work and criticises poor work.
66.1 Understanding. We did our jobs well and she recognised this. 68. Recognises job 
well done. Friendly, and is reasonable when he/she gives out comments on staff 
promotion.
73. Takes cares of subordinates, Attentive to the work results. He praised my work.
He appreciates good work and criticises poor work.
91.2 Will give our performance appraisal as it really is. He is unbiased.
105. Not biased, loves all his staff, praises the good work of others in public.
Negative: (6)
18. He's prejudiced, biased. In my performance appraisal, I got a poor mark although
in fact I have been working very hard. But my friend, the one my supervisor likes.
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got a very good rating although he tries to avoid doing any work.
31. Biased. In choosing the best staff member of the year, our supervisor gave us a list
of names to vote for, but he had already set his mind on a particular person. 
However, when the manager gave out the final results, the one he had picked was 
not the one who won. He shouted and lost his temper.
43.1 Biased. He compares me to others. He blames me for faults, and praises the work
of others. Talks sarcastically.
59. Incautious. He blames me for other people's mistake.
81. Biased. Two staff did the same job at the same time. The result was identical. He
praised one person's work but criticised the other's.
95. Biased. She always criticises my work but never comments on other people's work.
9.5 The categoiy of "sacrifice"
This category proves that for staff, the supervisor sometimes needs to go beyond his 
working role and adopt the role of personal consultant. Yet during a working situation, 
the supervisor is also expected to be responsible for any problems or mistakes that his 
subordinate has done. The duty of a supervisor within this category is to create a warm 
atmosphere, as well as providing personal attention.
9.5.1 Sub-category of "sacrifice in work"
This sub-category represents those incidents which deal with mistakes made by staff, 
which the supervisor intentionally takes the blame for. This kind of "sacrifice" is linked 
directly to the supervisor's responsibility for his staff. In some cases, the supervisor is 
expected to show that he would sacrifice anything for his work.
Positive: (7)
1.1 I had problem with some customers. I took a wrong order and the customer started 
to complain. My supervisor came and apologised for me and took a new order. He 
helped me.
71. Responsible, make no mistakes. Takes care of staff. I took a wrong order. He
helped by apologising to the guests on my behalf.
82.1 Friendly to staff. Sacrifices his own comfort for staff. It was his day off, but it was 
also a public holiday, so the restaurant would be packed. He didn't take the day 
off but came to work instead.
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86. Kind, understanding, listens to our problems. A customer complained about us. The 
supervisor asked us the reasons before making a judgement. He apologised to the 
customer for us.
93. Responsible, makes sacrifices for the staff. I made a mistake when I received some 
goods. Another department complained. He accepted the complaint for me, and 
told me about it the next day.
113.2 I had problem with customers. He came and helped, and provide an explanation 
to the guests for me. He helps me out.
119. Gives me advice. Sets a good example. I burnt the chicken stew, so I had to pay 
for it. She came and explained the situation. She offered to help by paying for half 
of it. She is very good to me.
Negative: None
9.5.2 Sub-category of "supervisors help staff to deal with personal problems"
Under this category, the supervisor performs a special role as a personal consultant for his
staff, concerning their personal problems. He should also be able to retain confidentiality.
However, in the case of a supervisor failing to fulfill the needs of staff, he is then
regarded as an ignorant person.
Positive: (16)
21.1 He encourages me in every way. If we have any kind of problem, he is ready to 
help. I can consult him on both personal and job related matters.
32. He is nice and very reasonable. I was absent from work (for a personal reason). 
He came and talked to me, and explained that this could affect my promotion. He 
told me to think more about the future.
33. When I had a personal problem at home, he comforted me and told me not to 
bring my problems to work. I should be able to separate those problems from 
work. He is a good advisor.
35.1 He is trustworthy. He can keep my secrets. I can consult him about everything.
39. He is reasonable and listens to our problems. I asked for leave because I had to
go home urgently. When he saw that I had to go, he then said that this would be 
alright.
42. He gave advice on both personal and job related problems.
51.1 I had a problem. My ex-boy friend got married. I was very upset, so I went back 
home. He helped by writing it down as "leave". (Nobody knows the real reason).
60. Knows how to keep secrets. Understanding. If I have a problem, I ask her for 
advice. She helps and keeps it confidential.
61. He is kind, friendly, and easy to consult. I can consult him on both personal and
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job matters.
82.2 If staff have a personal problem, he listens to it carefully and attentively. Then he 
gives advice.
83.2 Takes good care of staff. Helps and gives advice on personal problems.
88. He is good at his supervisory job. He helps me to solve my personal problems.
103. When I have a problem, she helps and is reasonable. She talks to me gently and
nicely.
108.2 Helps me to solve my personal problems.
109. Understanding. Gives second chances. My grand father died. When she knew she 
came to comfort me and helped me to get some time off.
120. Takes care of staff. He helped me with my personal problems.
Negative: (9)
Self-willed, ignorant, intolerant. I had a very valid reason for taking leave. She said
she could not let me go because she didn't think it was important. If I insisted on 
going she would cut my pay. I did decide to go and so she cut my pay.
Indifferent. Never gives the opportunity for subordinates to talk about their 
personal problems. She said that everybody has to take care of his/her own life, 
and that there is nothing she can do to help.
Gossips. I consulted her about my personal problems. Two days later everybody 
knew all about it.
Talks rudely/sarcastically. Never cares for other's feelings, (cooking preparation). 
Exaggerating my personal problems to other people.
Always wants to know about my private life.
The time my grandfather died, she showed no sympathy but made fun of me.
Lazy. She used to be nice and helpful, but now she has changed. She never helps 
anyone anymore.
She never takes care of me, except when the owner of the shop arrives. Then she 
pretends to be nice.
9.5.3 Sub-category of "Supervisor treats staff like a relative"
Staff in this sub-category feel more comfortable with a supervisor who acts as if he/she 
is a relative, by showing concern about the well-being of staff, or even by using some of 
the words spoken only among close relatives.
Positive: (6)
7.1 He is like my brother.
24. He is friendly. Acts like a relative. I can consult him on every matter, (both
personal and job related). He tries to help me every way he can.
23.
44.2
60.
67.
69.
73.
109.2
115.
119.1
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45. He is not conceited. Works well with staff. He is in a higher position but is not
arrogant. He is like a supervisor in working hours, and like a brother outside of
working hours.
62. He gives good advice about personal and job matters, and is not being conceited.
Makes friendly conversation at work. Like a brother.
95. Gives good advice. Treats me like her own sister. I can talk to her about
everything. Both about work and personal problems.
125. He calls me "brother", which makes me feel comfortable in the work place.
Negative: None
9.5.4 Sub-category of "treats each individual at a personal level"
This is an interesting example of those staff who feel that they belong to, and have been
accepted into the group, because they receive special treatment from the head of the
group. The supervisor is also expected to take care of staff when they are unwell.
Positive: (8)
5. He was warm and kind. He helped me to find a place to stay. I was desperate
because I had just come from a different town.
16. He is friendly and understanding, and takes care of us. He sent birthday cards to 
all the staff. We have a small birthday party almost eveiy month.
28. I was sick so he let me go home early. He gave me the number of a doctor.
35.2 He let me borrow money.
57. Understands his staff, and is friendly. When I was tired from working, he offered
me a drink. He comes and helps when we need him. (at work).
87. Takes care of us. Helps solve problems, and smiles all the time. I was sick. He got 
some medicine for me and let me rest.
101. Kind and friendly. He let me borrow some money.
126. Takes care of staff. Gives us birthday presents.
Negative: (2)
5. Although he helped me to find a place to stay, after I had found one, he never
mentioned again or asked if I had any problems with it. He should have at least 
asked me if the house was okay, but he didn’t.
39. My friend was really sick and wanted to go home. My supervisor said "no".
9.5.5 Sub-category of "supervisor sees the boss on behalf of the staff
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When staff have personal problems, another person at a higher level (such as the manager)
may not understand the reasons for their poor work. The supervisor is then expected to
act as the middleman, to help explain the situation to the boss.
Positive: (5)
6. He takes very good care of me and my friends. My friend had an accident on the
way to work. He called to say that he was in the hospital. My supervisor helped 
explain to the boss why my friend was absent, so that there was no effect on our 
annual appraisal.
23. He is friendly. He understands our problems. He knows how to solve problems.
Responsible in his job. I had a problem concerning leave permission. I told him, 
and he helped me by talking to the boss, and asking for permission on my behalf.
43. He is kind. Confronts the boss for me. I was absent with a good reason. He went
to see the boss for me.
44.2 He is understanding. Personal- Family problems. Being late for work. The 
supervisor talks to boss on the behalf of the staff.
50. He is understanding, direct and jolly. He understands why I am absent from work
and sometimes explains the reason to the boss for me.
Negative: None
9.6 The categoiy of "supervisor as a representative of the company"
Supervisor acts as a representative of the company, by negotiating any deal and gaining
agreement with staff.
Positive: (3)
34. He is good at speaking. He knows how to talk to and deal with staff.
He wanted to close the restaurant at 10pm. He talked to us one by one and 
explained the reasons. He knew that if he had called for a meeting, none of us 
would have agreed.
47. He encourages his staff. If there are any changes or new rules from head quarters,
he tells all the staff. He is friendly. When we did a good job, he told us to be 
proud of ourselves and try to do even better.
110. Gives good advice. Sets a good example. The company doesn't want staff to play
dangerous sports. But I still play them. My supervisor knows he can't stop me. 
Therefore, he gives some advice about the possible consequences. He talks gently 
and tries to persuade me.
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Negative: (4)
29. Dictatorial, does not listen to other's opinions. Once a junior member of staff 
proposed a good idea. He ignored it and went on with his own idea.
43.2 We proposed a new idea which was going to work well, but she ignored it, she did 
not even discuss it but used her own idea.
48. Moody, quick tempered. Never listens to other's opinions, (customer service).
93. When he's not happy with the company he persuades other staff to act against the
company rules. He shouldn't do this to our company.
9.7 The categoiy of 'lacking of self-assertiveness"
This category derives from two significant characteristics of Thai people, firstly, that 
people in junior positions or even younger, should not comment about those of a senior 
status. Although the actions of the senior member of staff may not be right, as a junior j 
member of the organisation, they should not show any discontent or dissatisfaction with 
the boss's action. Secondly, the value given to "smooth interpersonal relationships" and 
"harmony" encourage the supervisor to avoid face to face confrontation with staff.
9.7.1 Sub-category of "staff avoid to comment on the supervisor"
Almost all of the incidents under this category show that staff intended to provide only 
positive comments about their supervisor. They are likely to say that their relationship 
with their supervisors is "just perfect".
Positive: (4)
9. He is reasonable sometimes.
79. The supervisor can do anything because she is in a senior position. Whatever she
does is right.
127. Everything is good.
135. I have no comment to make about him.
Negative: (8)
7. He is okay. Sometimes he gives me too much work to do, but that's alright with
me.
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79. He never does anything to offend me.
87. I've never had a bad supervisor. Lucky me!
92. Nothing bothers me. She is good.
99. He is okay to me.
122. Everything is good.
127. He is very good.
135. Everything is perfect for me.
9.7.2 Sub-category of "supervisor avoids confrontation and conflict with staff
This sub-category may derive from the reason that the supervisor tries not to disturb the 
peaceful working environment. But staff regard this "failure to take action" as useless. 
They comment that a good supervisor should be able to give out warnings and punishment 
to his subordinates if they are unreasonable.
Positive: None 
Negative: (4)
51. The supervisor avoids confrontation with older people, even though they are
subordinates to him.
100. She never punishes her subordinates. When her staff are sluggish about their work, 
she never tells them to get to work, but does the job herself. She should not do 
that.
116. Indecisive. He never criticises poor work although he should do.
132. He never warns staff who try to avoid working. He is too polite.
My friend was creating an unnecessary delay. My supervisor knew, but ignored 
it.
9.8 The categoiy of ’’general behaviours”
This category deals mostly with the disoriented behaviour of the supervisor, as seen 
through the eyes of the staff. This sub-category also includes those incidents which cannot 
be placed into other categories already mentioned.
9.8.1 Talking behind one's back. Gossiping
Positive: None
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Negative: (5)
28. Gossiping. On my first day, I was serving the clients. I made a mistake. Later, my
supervisor talked to my friend about it without me being there. Why didn't he 
explain it to me, because I am willing to learn.
32. Two faced. He seemed a nice guy to me. But he talked negatively behind my back.
37. A big mouth. He talks behind my back.
53. Two faced, Insincere. He compliments me on the job I've done, yet criticises it
behind my back.
90. When I made a mistake, he told others to tell me about it. He should have told me
himself.
9.8.2 Other behaviour 
Positive: None 
Negative: (3)
113. He is a gambler. This is a very bad example to set.
123.1 Forgetful, absentminded. He comes to work for the wrong shift, (morning instead 
of noon)
125. Forgetful. He always forgets to give me my tips.
9.9 Summary of Data
From the overall result (including both positive and negative incidents from the survey), 
it could be argued that when staff were being asked to recall the best and the worst things 
their supervisor had ever done, the majority of respondents referred to those incidents 
concerning "work" to be the most memorable act (136 out of total of 327 incidents or 
42%).[Please refer to Table 9.9]
In second place is "power and mismanagement of emotions", 66 out of 327 incidents (or 
20%). In third place is "sacrifice", which demonstrates that staff admired or despised their 
supervisor for going beyond his or her working role and acting as a personal consultant 
to staff (53 of 327 or 16%). Fourthly, "bias" or "being prejudiced" is also regarded to be 
a serious matter in the working place (41 out of 327 or 13%).
233
Table 9.9 : Total number of incidents in each category Pos (171) Neg (156)
9.2 Category of "Working Skills"
9.2.1 Technical skills and expertise
9.2.1.1 Skills of front of the house staff 13 6
9.2.1.2 Skills of back of the house staff 7 2
9.2.2 Taking one's work seriously 5 15
9.2.3 Systematic and strict to rules 8 1
9.2.4 Creating positive working atmosphere
9.2.4.1 Polite verbal communication 14 0
9.2.5 Take care of new comer 7 1
9.2.6 Teaching 27 3
9.2.7 Coaching
9.2.7.1 Knows how to deal with each individual staff 6 0
9.2.7.2 Explains nicely when a mistake happen 19 0
9.2.7.3 Trust in staff 2 0
Total = 108 28
9.3 Category of "Power and Mismagement of Emotions"
9.3.1 Unreasonable - Supervisor enjoy power 0 17
9.3.2 Unreasonable - Blames staff before checking first 0 11
9.3.3 Unreasonable - Reports staffs mistake to boss 0 3
9.3.4 Creating negative working atmostphere
9.3.4.1 Supervisor takes personal problems to work 0 6
9.3 4.2 Impolite verbal communication 0 7
9.3.5 Bad coaching
9.3.5.1 Loss of temper during work 0 18
9.3.5.2 Repeating staffs mistake 0 4
Total = 0 66
9.4 Category of "Bias "
9.4.1 Selfishness
9.4.1.1 Blame staff for supervisor's mistake 0 4
9.4.1.2 Only care for one's own benefit 0 3
9.4.1.3 Avoid doing the job. Telling staff to do it instead 0 2
9.4.2 Prejudice
9.4.2.1 Take side in personal conflict 6 12
9.4.2 2 Give fair/unfair reward and punishment 8 6
Total = 14 27
9.5 Category of "Sacrifice"
9.5.1 Sacrificing in work 7 0
9.5.2 Helps staff to deal with their personal problems 16 9
9.5.3 Treats staff like a relative 6 0
9.5.4 Attentive at a personal level 8 2
9.5.5 Supervisor talks to boss on behalf of staff 5 0
Total = 42 11
9.6 Category of "Supervisor as a Representative of Company" 3 4
Total = 3 4
9.7 Category of "Lacking of Self-assertiveness"
9.7.1 Staff avoid to comment about supervisor 4 8
9.7.2 Supervisor avoids confrontation and conflict with staff 0 4
Total = 4 12
9.8 Category of "General Behaviour"
9.8.1 Talk behind one's back 0 5
9.8.2 Other behaviour 0 3
Tot al  = 0 8
In the fifth place it seems that the impact of Thai culture leading to low self-assertiveness 
of staff still exists, as some staff avoided commenting about their supervisors (16 of 327 
or 5%). The remaining 15 incidents (4%), (i.e. category 9.6: representing the restaurant; 
and category 9.8: general behaviour), have less significance within the context of this 
research.
Having examined the score of each category in general, the next step is to take a closer 
look at the data. It is interesting to note that when staff were asked to describe positive 
incidents that a supervisor had done, they tended to comment more about incidents 
concerning the work of the supervisor than in other categories (108 from 171 incidents). 
They further commented that "sacrifice - supervisor doing things beyond their role for 
staff was of secondary importance (42 from 171 incidents).
Instead, when they described the negative things that the supervisor had done, they voted 
"Power and Mismanagement of Emotions" - (failure of supervisor to be reasonable and 
be able to control his or her emotions) to be the least preferable of all (66 from 156 
incidents). They also disliked a supervisor who always failed to do a good job and who 
was unfair ("Work":28 from 156, and "Bias": 27 from 156). Only 11 out of 327 staff 
made reference about the time their supervisors ignored or failed to help them with their 
personal problems. However, the personal behaviour of a supervisor was sometimes a 
nuisance for staff (8 from 156).
With reference to the supervisor's technical skills as well as human relation skills, as seen 
in table 9.9, when the category of "work" (9.2) and category of "power" (9.3) are 
combined together into one group, it is clear that having expertise, taking one's work 
seriously, and being systematic at work, could be grouped as technical skills required by 
supervisors. However, "creating a positive working atmosphere", "taking care of new 
comers", "teaching", "coaching" and "mismanagement of emotions" are related to incidents 
in which a supervisor exercises his/her human relations skills. In addition, it could be said 
that the management of emotions is an important factor in successful human relations.
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Furthermore, regarding aspects of organisation culture, this could divided into three sub­
categories (9.2.5 - 9.2.7): Firstly, that a staff member regards his/her supervisor as his/her 
"hero", secondly, that a supervisor is expected to understand and is willing to help, thirdly 
that he/she should coach staff in complicated tasks.
"Bias", which combines selfishness and prejudice (9.4), is a general human attitude which 
seems to occur in any type of organisation. That is, people sometimes have unreasonable 
attitudes in favour of or against something. In comparison, "sacrifice" (9.5) often refers 
to the time when a supervisor goes beyond his required role, by acting as a personal 
consultant to the staff member. This type of "sacrifice" is not normally found in every 
organisation. Could this possibly be a special characteristic of "Thai" organisations?
It is also clear from the results that staff considered this "sacrifice" to be a positive action 
which their supervisor had done for them. They rated, from a total of 327 incidents, 42 
positive incidents against 11 negative. This implies that if a supervisor did not offer this 
type of special concern, the staff member did not regard this "lack of concern" as 
undesirable. Indeed, if a supervisor extends his/her personal concern towards a staff 
member, the member of staff tends to recognise this action as the best thing that a 
supervisor has done for him. In contrast, staff do not consider this "ignorance" as the 
worst type of action, especially if the supervisor has failed to perform this type of 
"sacrifice".
At this stage, it could be concluded that when staff were asked about their preferences 
towards their supervisors, two-thirds of them recalled those incidents concerning the 
"work" of supervisors (work: 202:327), followed by "Sacrifice" (53:327) and then "Bias" 
(41:327). However, almost all of the categories have the "management of emotions" as 
an underlying part. The human relations skills of the supervisor were always referred to 
by the staff member when he/she mentioned the best and worst things their supervisors 
had ever done. Therefore, although staff prefer their supervisors to be technically 
competent, they also regard "human relations skills" or "maintenance" to be more
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preferable. This could be written into the following formula: (performance=57,
maintenance=145, in this case "p" is smaller than "M" which is fit in the "pM" model of 
Misumi, therefore "pM "-'57:145").
However, one should also remember that another important factor which may strongly 
influence staff preferences concerning their supervisors, is the nature of the jobs of staff 
members themselves. Are staff who work in a service situation more sensitive than staff 
who work at the back of the house? One possible way to find out, is to consider the data 
by each group of staff: front of the house and back of the house.
9.10 Summary of the Data by Group of Respondents
In the last section, the descriptions of each category have been shown. This second part 
of the chapter therefore aims to explore the same data, but relate it to groups of 
respondents. The demographic details of staff members, as well as the nature of their jobs 
(front/back of the house) could strongly influence their perceptions and preferences 
concerning their supervisors.
There are five groups of respondents. These are, waiter (front of house/male), bakery shop 
staff (front of house/female), kitchen staff (back of house/female), staff at drinks bar (back 
of house/female) and Japanese kitchen staff (back of house/male). Table 9.10.1 
demonstrates how each group of respondents answered, (Please see appendix 3 for more 
detail of results by groups of staff).
Hence, these five groups will be placed into two main groups, which are: front of the 
house (waiter and bakery shop staff) and back of the house (staff in kitchen, drinks bar 
and Japanese kitchen). From table 9.10.2, it could be seen that the proportion of incidents 
mentioned by each staff group concerning "working skills", against the total number of 
incidents are very similar (i.e. the percentage of all incident is on the last column on the 
right: 41.6%). Front of house staff (waiter, bakery shop staff) referenced 41.6% of the
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Table 9.10.2 Results according to group of staff (Front and back of the house staff)
FOH BOH
100% 100%
9.2 Category of "Working skills" Total = 41.6% 41.3%
9.2.1 Technical skills and expertise
9.2.1.1 Skills offrant of the house staff
9.2.1.2 Skills of back of the house staff
9.2.2 Taking one's work seriously
9.2.3 Systematic and strict to rules
9.2.4 Creating positive working atmosphere
9.2.4.1 Polite verbal communication
9.2.5 Take care of new comer
9.2.6 Teaching
9.2.7 Coaching
9.2.7.1 Knows how to deal with each member of staff
9.2 7.2 Explains nicely when mistakes occur
9.2.7 3 Trust in staff
9.3 Category of "Power and Mismagement of Emotions" Total = 21.6% 17.8%
9.3.1 Unreasonable - Supervisor enjoys power
9.3.2 Unreasonable - Blames staff before checking first
9.3.3 Unreasonable - Reports staffs mistakes to boss
9.3.4 Creating negative working atmostphere
9.3.4.1 Supervisor takes personal problems to work
9.3.4 2 Impolite verbal communication
9.3.5 Bad Coaching
9.3.5.1 Loss of temper during work
9.3.5.2 Repeating the mistakes of staff
9.4 Category of "Bias " Total = 12.7% 12.1%
9.4.1 Selfishness
9.4.1.1 Blames staff for supervisor's mistake
9.4.1.2 Only cares for one's own benefit
9.4.1.3 Avoids doing the job. Telling staff to do it instead
9.4.2 Prejudice
9.4.2.1 Takes side in personal conflict
9.4.2.2 Gives fair/unfair reward and punishment
9.5 Category of "Sacrifice" Total = 15.2% 17.8%
9.5.1 Sacrifice at work
9.5.2 Helps staff to deal with their personal problems
9.5.3 Treats staff like a relative
9.5.4 Attentive at personal level
9.5.5 Supervisor talks to boss on behalf of staff
9.6 Category of "Supervisor as a representative of company" Total = 3.4% 0
9.7 Category of "Lacking Self-assertiveness" Total = 2.4% 8.9%
9.7.1 Staff avoid commenting about supervisor
9.7.2 Supervisor avoids confrontation and conflict with staff
(%) o f all 
Incidents
100%
41.6%
20%
12.5%
16.2%
2.4%
4.9%
9.8 Category o f "General Behaviour"
9.8.1 Talking behind one's back
9.8.2 Other behaviour
Total = 2.4% 2.4% 2.4%
incidents about work, whilst the back of house staff (kitchen, bar) recalled 41.3%. 
Therefore, this result shows that more than 40% of all incidents mentioned by staff, 
concern the work of a supervisor. This outcome seems to be similar to the conclusion of 
the overall result mentioned earlier (FOH: 41.6%; BOH: 41.3%; Total: 41.6%).
Both groups of staff also mentioned similar incidents when supervisors misused their 
power or lost control of emotion. (FOH: 21.6%; BOH 17.8%).
In respect to the category of "bias", it seems that the groups of waiters and bakery staff, 
and the group of kitchen and bar staff regard the good and bad actions of their supervisor 
in similar proportions. Both groups recalled incidents when their supervisors treated them 
in a biased manner (FOH: 12.7% and BOH: 12.1%).
When staff commented about incidents when supervisors had treated them favourably, it 
was noticed that staff of both groups appeared to think in similar ways about their
supervisor's actions (FOH: 15.1%; BOH: 17.8%; Total: 16.2%).
Overall, emotional management seems to form an important part of almost all categories. 
Staff make an indirect suggestion that they wish to work in an positive working 
atmosphere, where a supervisor is reasonable and "explains things nicely when a mistake 
occurs". Yet, staff members seem to regard their supervisor as a "hero" within the 
organisation, who should take good care of them and be a good teacher, as well as being 
a coach who knows how to deal with anybody and any situation.
In summary, the results from each group of respondents are similar to the conclusions 
arising from the overall result group. The similar proportion within each category 
represent comparable attitudes amongst every group of operative staff. That is, there are
no differences between front and back of the house staff with regard to the way in which
they view situations.
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Table 9.11 The repositioning o f categories
Technical skills:
- Technical skills and Expertise
* Skills required for front of the house staff
* Skills required for back of the house
- Taking one's work seriously
- Supervisor enjoys using power
* Avoid doing the job himself by telling staff to do it
- Sacrificing in work, takes the blame for staff
Human relation skills:
- Communication
- Take care of new staff
- Teaching
- Coaching
* Knows how to deal with each staff
* Shows trust in staff
* Explains nicely when mistake happens
- Blame staff to please customer or without checking reasons
- Mismanagement of Emotions
* Supervisor takes his personal problem to work
* Lost of temper during work
* Repeating about staffs mistake
- Selfishness
* Blame staff for supervisor's mistake
* Cares for his own benefit more than anything
- Prejudice
* Personal conflict
* Gives fair/unfair reward and punishment
- Helps staff the deal with their personal problems
- Treats staff like relative
- Treats each staff at personal level
- the "Lacking of self-assertiveness" group,
* Staff avoids to comment about supervisor
* Supervisor avoids confrontation and conflict with staff
- the "General behaviours" group
* Talk behind one's back
* Other behaviour
Conceptual skills:
- Report mistake of staff to boss
- Supervisor talk to the boss for staff
- the "Supervisor as representative of the company" group,
Administration skills:
- Systematic and being strict to the rules
9.11 Repositioning of sub-categories
The seven categories mentioned are the end products of the process of categorisation, in 
which all the incidents were placed into different categories. However, they are arranged 
in the present order because the volunteers (for the inter-judge reliability test) who were 
asked to carry out the categorisation found it easier to do the grouping in this way. For 
instance, the group of good work and bad work, the group of personal problems, or the 
group of bias, etc. (such as 9.2 to 9.8).
However, if one would like an in-depth discussion on these categories, it would be 
difficult because there are some categories which still overlap with others. For example, 
"sacrifice in work" is regarded as a part of the "sacrifice" group. In reality it also overlaps 
with the "work" group where a supervisor exercises his authority and responsibility in 
order to make the job run smoothly. Or in the case of good and bad coaching which, at 
this stage, are separated into two categories.
To create a fuller picture of how all the categories and their sub-categories should be 
linked together, another re-positioning of almost all the categories is required. This will 
be done, for the advantage of discussion, in the next chapter. The criteria that will be used 
is based on the four types of skills required by a supervisor. These are, technical skills, 
human-relations skills, administration skills, and conceptual skills. This re-positioning of 
categories is therefore the key to a clearer discussion, (table 9.11).
9.12 Conclusion
This chapter has described all the meanings of data in each category, as well as their full 
descriptions. Then the data was presented in the statistical form, by overall result and by 
group of respondents. Having compared both group of results, the chapter concludes with 
the agreement between both clusters.
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Chapter Ten The Discussion
In this chapter, the results of the research will be discussed in relation to ideal for 
literature review. The discussion will focus on the following areas; leadership, service, 
perception (including stress and emotional labour) and culture.
10.1 Introduction to the discussion
The objective of this study is to explore the area of leadership style at the supervisory 
level in the service environment setting, namely restaurant service. The focus of the 
research is therefore to identify the preferences of Thai operative staff concerning their 
supervisors. Service work itself requires a smooth interaction between customer and staff 
as well as amongst staff themselves.
In the literature review, it is argued that the successful leader should have a responsibility 
for understanding the importance of controlling staff effectively. It was further argued that 
he/she should also maintain good working relationships with team members (performance 
oriented and maintenance oriented). However, there is a paucity of empirical research 
which aims to prove the validity of this assumption. Moreover, in the case of the 
supervisor, most of the work is focused instead on the duty of the supervisor, and is 
prescriptive rather than research based content and recommendations (e.g. Bett, 1993; 
Hilgert and Haimann, 1991).
Therefore, the aim of this chapter is, firstly, to identify the expectations of staff 
concerning their supervisor. Secondly, to discover an appropriate leadership style for the 
supervisory level in the restaurant setting. Thirdly, to identify the important skills that a 
supervisor should be aware of when leading up fellow work colleagues. Finally, the role 
of supervisor in the restaurant service as well as in the preparation of food will be 
outlined.
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The discussion will take into account the four main areas of literature which have been 
reviewed earlier. These are: firstly, the area of leadership and the role of the supervisor 
in the organisation; second, the nature of restaurant service; next, stress and the 
management of emotions in the organisation; and last but not least, the impact of culture 
on staff perceptions. However, it should be noted that in relation to "cultural impacts", the 
reported research does not try to use "culture" as a crucial factor by which to interpret the 
data.
10.2 The Leadership Style in the Restaurant Environment
American style research tends to be ethnocentric in nature (i.e. mainly written with the 
American culture in mind). Their work is anchored around the objective of providing the 
reader with prescriptive accounts of the supervisory skills necessary to fulfill supervising 
related duties. Consequently, there is little research which deals directly with the issue of 
supervisory leadership style in the restaurant service setting, or which considers the 
occupational stress of a supervisor in a service setting. Thus, this research aims to address 
the above deficiencies, and consider other factors, which may influence the quality of 
supervisory work at the restaurant unit level.
Service should be a friendly business, at least as perceived by the customer. But then 
again, if one considers the view of service provider, it is an extremely stressful business. 
Czepiel et al (1988) have argued that it is difficult to control the dining experience: the 
service encounter. There are many factors that affect the service process and therefore 
impact negatively on the whole service situation. It is the duty of the supervisor to ensure 
that the problem has been solved correctly, or at least that the process is flowing as 
smoothly as possible. Hochschild (1983) has written about the "emotional labour" in 
which staff are taught to put on a brave face or "deep act"; the smile is supposed to come 
from the heart. In order to achieve this she shows how, even in stressful encounters with 
customers, airline staff are trained to perceive or "see" customers differently (e.g.by 
thinking they act like children when they misbehave). In contrast, debt collectors were
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found to show negative emotions that threaten the "customer" into submission. Does a 
supervisor need to apply these same rules when dealing with his/her staff? It is hoped that 
this research can lay the foundation for future research.
This study uses four groups of operative staff as a sample, waiter, bakery shop staff, 
kitchen staff and bar staff. The first two groups represent the so-called "front of the 
house" staff, because their jobs require interaction with the customer. The latter groups 
represent those of "back of the house", whose job it is to produce food and beverages; the 
consumption aspect of restaurant service.
Using the Critical Incident technique, staff were asked in two open ended questions to 
review the best and worst things that their supervisor has done. These questions led to 
various kinds of responses, from personal matters to work related answers. Consequently, 
the richness of the data suggests many possibilities for data interpretation and 
categorisation. The researcher worked through five categorisations before reaching the 
final interpretation.
All incidents are assembled into seven groups of categories. Some are mainly positive, 
while others are mainly negative. Others are grouped equally of both positive and negative 
incidents. The first group concerns "working skills" which staff ascribe to the good and 
bad things which the supervisor has done. The next group, "power and mismanagement 
of emotions," represents incidents when a supervisor acts unreasonably or loses his/her 
temper. The "bias" group represents normal human behaviour in the organisation. Finally, 
the category of "sacrifice" refers to the times when the supervisor works beyond his/her 
designated role.
The remaining groups of categories seem to be less significant (i.e. the "supervisor is a 
representative of company", the "supervisor lacks self-assertiveness", and also the 
"general behaviour category"). Consequently, these will not be included in the discussion.
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In addition, when interpreting this data according to the groups of respondents, there are 
few differences between the results from front of the house staff and back of the house 
staff, when reviewing the best and the worst thing that supervisor has done. That is, there 
are about the same proportions of each type of incident in the seven categories.
From table 10.2, the result illustrates that, amongst the general duties of the supervisor, 
operative staff pay most attention to activities concerning the communication skills of 
their supervisor. The scores are relatively high [(16% : 2% for teaching) and (16% : 14% 
for coaching).
Nonetheless, when referring to good and bad teaching, or good and bad coaching, impolite 
communication or to the time when a supervisor lost his/her temper, it was observed that 
staff tended to regard this conflict at work as a "personal matter".
10.3 The Preferred Leadership Style: (P) or (M)
Regarding the skills required by a supervisor, it was argued by Hilgert and Haimann 
(1991) that he/she should have four necessary skills. These are; technical skills, human 
relations skills, conceptual skills and administration skills. The results of the study concur 
with those of Hilgert and Haimann (1991) and show that staff made mention of all four 
skills when they recalled the good and bad deeds of their supervisors.
Another important point that needs to be made clear before any further discussion, is the 
comment from Smith and Peterson (1988) that in understanding leadership, one must 
make a clear distinction between general leader functions and the specific actions required 
to convey intended meanings in a given cultural setting. This should be considered, 
because the research has been conducted in Thailand, where culture plays a significant 
part in sharpening the attitudes and the modes of thinking of people in each country.
As mentioned earlier, it is necessary to modify the use of the data after the last
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Table 10.2 Comparison of positive and negative incidents in each category
% o f Incidents
Type o f  Category Positive Negative
Category o f "Working skills"
1 Technical skills and expertise
1 1 Skills of Front of the house staff 8 4
1.2 Skills of Back of the house staff 4 1
2 Taking one's work seriously 3 10
3 Systematic and strict to rules 5 0.5
4 Creating positive working atmosphere 
4.1 Polite verbal communication
8 0
5 Taking care of new comer 4 0.5
6 Teaching 16 2
7 Coaching
7 .1 Knows how to deal with each individual staff
7.2 Explains nicely when mistake happen
7.3 Trust in staff
Category o f  "Power and M ism agem ent o f  Emotions"
16 0
1 Unreasonable - Supervisor enjoy power 0 11
2 Unreasonable - Blame staff before checking 0 7
3 Unreasonable - Report staffs mistake to boss 0 2
4 Creating negative working atmostphere
4.1 Supervisor takes personal problems to work
4.2 Impolite verbal communication
0 8
5 Bad Coaching
5.1 Loss of temper during work
5.2 Repeating the mistakes of staff
Category o f  "Bias "
0 14
1 Selfishness
1.1 Blames staff for supervisor's mistake
1.2 Only cares for one's own benefit
1.3 Avoids doing the job, telling staff to do it
0 6
2 Prejudice
2 .1 Takes side in personal conflict
2.2 Gives fair/unfair reward and punishment
Category o f "Sacrifice"
8 11.5
1 Sacrifice at work 4 0
2 Helps staff to deal with their personal problems 9 6
3 Treats staff like relative 3.5 0
4 Attentive at personal level 5 1
5 Supervisor talks to boss for staff 3 0
Catecory o f "Supervisor a s  a representative o f company" 1.5 2.5
Category o f "Lacking o f S elf-assertiveness"
1 Staff avoids to comment about supervisor
2 Supervisor avoids confrontation and conflict with staff
2 8
Category o f "General Behaviour"
1 Talking behind one's back
2 Other behaviour
0 5
categorisation. The group, "working skills," and the group, "power and mismanagement 
of emotions," are in fact, to be conjoined, as the first group which refers to the "good 
deeds" done by the supervisor whilst "enjoy exercising power" is in contrast to those good 
deeds.
Based on the work of Misumi (1985), Sinha(1981) and Smith et al (1991) concerning 
styles of leadership, (which includes "P" (performance oriented) and "M" (maintenance 
oriented)) table 10.3 shows the comparison between the four necessary skills that have 
been suggested by other researchers, and the data provided by the restaurant staff in the 
real environment. This data considers the importance with which the staff view the skills 
of their supervisor (See table 10.3).
From table 10.3, it is undeniable that operative staff agree with the necessary skills 
required of a supervisor. Supervisors in the restaurant service, both front of the house and 
back of the house, are required to be not only "performance oriented" (i.e. Technical 
skills: good knowledge of their work, conceptual skills: represent the company. 
Administration skills: office work) but also "maintenance oriented" (good human relations 
skills). However, the majority of staff recalled incidents which referred to the maintenance 
oriented activities of their supervisor, rather than performance oriented activities.
Following the work of Misumi (1985), and Sinha (1981), operative staff suggest that a 
supervisor needs to be oriented on both P (performance oriented: in order to complete the 
task) and M (maintenance oriented: relationship oriented). However, when one looks 
closely at the percentage and proportion within this work-related category, it could be seen 
that the ratio between (P) and (M) differs considerably.
The category of "sacrifice" is also very interesting. This type of action is clearly a 
maintenance oriented activity. Staff recalled the time when a supervisor was working 
outside his general role (e.g. in the case of helping staff with their personal problems) as 
one of the best things that a supervisor had ever done. But they do not complain if this
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Table 10.3 Comparison between the four necessary skills and the data of this research
From the 
Category of
Work
Work
Power
Sacrifice
Performance Oriented Style (P)
* Technical Skills
1 Technical skills and expertise
1.1 Skills of Front of the house staff
1.2 Skills of Back of the house staff
2 Taking one's work seriously
1 Unreasonable - Supervisor enjoys power 
1 Sacrifice at work
% of Incidents 
Positive Negative
19 25.5
* Conceptual Skills
Power 3 Unreasonable - Reports staffs mistakes to boss
sacrifice 5 Supervisor talks to boss on behalf of staff
Representing - Supervisor as a representative of company
* Administration Skills
Work 3 Systematic and strict to rules
4.5 4.5
4.5 0.5
Maintenance Oriented Style (M)
* Human Relations Skills 72 69.5
Work 4 Creating positive working atmosphere
4.1 Polite verbal communication
5 Taking care of new comer
6 Teaching
7 Coaching
7.1 Knows how to deal with each individual staff
7.2 Explains nicely when mistake happen
7.3 Trust in staff
Power 2 Unreasonable - Blames staff before checking
4 Creating negative working atmostphere
4.1 Supervisor takes personal problems to work
4.2 Impolite verbal communication
5 Bad Coaching
5.1 Loss of temper during work
5.2 Repeating the mistakes of staff 
Bias 1 Selfishness
1.1 Blames staff for supervisor's mistake
1.2 Only cares for one’s  own benefit
1.3 Avoids doing the job, telling staff to do it
2 Prejudice
2.1 Takes side in personal conflict
2.2 Gives fair/unfair reward and punishment 
Sacrifice 2 Helps staff to deal with their personal problems
3 Treats staff as if they are relative
4 Attentive at personal level
Lacking of Self-assertiveness
1 Staff avoid commenting about supervisor
2 Supervisor avoids confrontation and conflict with staff
General Behaviour 1 Talking behind one's back
2 Other behaviour
action did not occur. However, it may be that "sacrifice" is a distinctive characteristic of 
Thai supervisor.
Furthermore, with regard to teaching and coaching, the staff also pointed out that it was 
not actual knowledge which they required from the supervisor, but that they cared more 
about the style and friendliness of the supervisor's teaching/coaching (e.g. the supervisor 
should not be angry if some of the staff take longer to learn a new procedure). In other 
words, staff mean that it is not 'What" the supervisor teaches tiiem that counts, but rather 
"How " he/she teaches and treats them.
The reason for this statement may be explained by two possible factors. Firstly, the nature 
of the job of a supervisor is principally, the art of co-ordination. That is, how should a 
supervisor motivate and convince his staff to do the job voluntarily and efficiently. 
Secondly, people who work in the service setting, both front and back of the house, are 
commonly performing their tasks under stress. Staff who work at the front of the house 
have to deal with all types of guests; involving work, i.e. service encounter, which is very 
emotionally draining and/or demanding. Staff in the kitchen have to cope with the heat 
or poor ventilation, and at the same time, keep to schedule. Therefore, operative staff 
expect their supervisor to be able to cope with such tension, as well as to lead them 
through this unavoidable pressure. In short, this research suggests that staffs preference 
of a supervisory leadership style under the service and food production setting, emphasises 
the "maintenance oriented" style (pM).
Smith et al. (1991), suggests that in more "collective" countries (Hofstede, 1980), a wider 
range of specific behaviours are found to relate to leader styles. The high 'M' behaviours 
have much more to do with group interaction, both in and out of working hours. While 
in the more individualistic countries, leadership styles were less distinctive. In this case, 
it would appear that Thai operative staff prefer the distinctive behaviour of their 
supervisor to focus more on collective interaction. However, there is no adequate data to 
explain this assumption, except when a supervisor goes beyond his role in the category
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of "sacrifice", which will be discussed later.
10.4 Defining the role of supervisor in the restaurant service setting: (The crucial minor 
details which will win staffs heart)
The result suggests that there are no differences in perception between front o f the house 
staff and back o f the house staff The staff from both groups would like to work with a 
supervisor whom they regard as their "hero"; who has sufficient technical knowledge and 
knows how to teach, who can do his/her job properly, and can also talk nicely. He/she 
should also know when to compromise. Thus, he/she should not misuse his/her power and 
should know how to control his/her temper. He/she should be good at making decisions 
and control the situation around him/her. He/she should be a good coach who is not angry 
when his/her subordinates make mistakes. In some cases, the supervisor should also be 
able to help his/her staff to solve their personal problems.
The above observations were cited by staff when they commented on their supervisors. 
Why do they expect their supervisors to be their "hero"? Thus, before the discussing in 
details about the preferences of operative staff in restaurant setting, it is necessary to 
consider the reason underlying operative staff remarks. The answer may lie in 
understanding how operative staff perceive their supervisors, as it is beneficial to 
understand his/her perception of the supervisor, as well understanding the potential for 
error making in such situation.
In perceiving each other, (staff perceive their supervisors and vice versa), both parties 
focus their attention towards considering other people's roles (Fromm, 1957; Bruner and 
Tagiuri, 1954). In response to the intended meanings of communication, they will respond 
as they think appropriate for the relationships between both role players. In this case, both 
parties understand the forms of powers (French and Raven, 1959), that a supervisor has 
over his/her subordinates. Staff are therefore required to comply with (Langer, 1978), and 
show obedience (Milgram, 1963) to the demands of their supervisors.
251
The role of a supervisor is regarded by his/her staff as the leader, who is expected to lead 
the group in the right direction, restrain his/her responsibility for the group, as well as take 
good care of members of staff. Conversely, it is also important for the supervisor to have 
good support from the group in order to create a positive working organisation. Typically, 
the relationship between supervisors and their subordinates are like a "coach/member of 
the team" type, which allows for regular contact between supervisor and staff. This allows 
more interaction between supervisor and subordinates to be at the personal level, which 
could lead to either positive or negative relationships between supervisor and staff.
That is, staff might be satisfied if their supervisor provides what they expect from him/her. 
However, what will happen if this expectation and demand of staff or their supervisor is 
not met, in relation to the relationship between the supervisor and staff?
With respect to the relationships between the supervisor and staff, each time a member 
of staff encounters an attempt to influence his/her behaviour and attitudes, he/she must 
decide whether to comply or resist. The result of this research indicates that staff 
somehow experience discomfort during this compliance to the supervisor's command. For 
example, they have cited more than 20% of the incidents, about the time when their 
supervisors misused his/her power, or he/she was unreasonable, but they complied with 
the order anyway. This indicates that staff acknowledge that the supervisor has an 
authority and power over them which they should not resist. However, this authority does 
not prevent the staff from becoming frustrated and angry. The result of this research seems 
to support the work of Langer and Rodin (1976), that the belief in personal control 
improves performance and makes feelings more positive. In this case, since the staff 
sometime have to work reluctantly under the control of the supervisor, the loss of control 
constrains their negative feelings.
The feeling of discomfort which staff experience with their supervisor could also be 
considered through the concept of attribution errors (Heinder, 1958; Ross, 1977), that a 
person is to attribute another person's behaviour to his/her own dispositional qualities.
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rather than to situational factors. Instead of realising that there are situation forces, such 
as social norms or roles that produce particular behaviour. Staff generally see the 
supervisor's behaviour as free chosen and as representing that supervisor's stable qualities. 
Therefore, instead of understanding that it might be the situation that makes the supervisor 
behave in that way, or in that manner, staff tend to perceive that it is supervisor's own 
behaviour and therefore see the conflict as a personal matter.
Moreover, another bias, the "false consensus bias" (Ross, 1977) sometimes misleads staff 
to think that the supervisor is more similar to themselves, and therefore should think the 
same way as they do. For example, when staff have done something which he/she thinks 
that is appropriate, but the supervisor thinks differently and therefore criticises his/her 
work. Staff might feel reluctant to comply with the criticism since they see their own 
behaviours and judgements as quite appropriate, and to view alternative responses as 
uncommon and often in appropriate.
This research cannot provide the definite answer as to what are the crucial factors that 
determine the expectation of staff upon his/her supervisor, and what will happen if this 
demand is not met, because this study is not designed to investigate the attitude of staff 
towards the behaviour of their supervisors. However, the result of this research connotes 
that there may be these errors in attribution that affect the ways in which staff see things. 
Yet, this is one possible way to understand about the expectations staff have about their 
relationships with their supervisors.
Having discussed staff expectation concerning their supervisor, this section will take into 
account the role of the supervisor in general, as well as the role of supervisor in the 
service organisation. When discussing the "supervisor" in this research, one is in fact 
talking about two groups of supervisor; front of the house and back of the house. Due to 
the nature of their work, their jobs differ considerably from each other. The work of those 
within the waiter group, is a service in which staff have direct contact with the customer; 
whilst the work of those in the kitchens and bars, is of the manufacturing/production type.
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10.4.1 Role differences between "Front" and "Back" o f the house supervisors
The principal duties of each supervisor are similar, in the sense that skills must be applied 
to take control of all the staff, as well as producing the service/products. However, the 
nature of the work of both groups differs greatly, as the front of the house group deal with 
the "intangible" part of the service, whilst the back of the house group create and produce 
the "tangible" part.
Regarding the differences between the front and back of the house, the leadership 
functions of a supervisor in the waiter group therefore deal with controlling the service 
interaction between staff and customer. In fact, it is almost impossible to govern the 
service whilst it is simultaneously occurring. But a supervisor could help to ease the 
situation when a conflict occurs between staff and the customer. That is, the supervisor 
of the waiter group needs to engage in the interactive process between customer and staff, 
and amongst staff themselves. At this point, the supervisor needs to be able to control 
his/her own emotion in order to deal with the feelings of both the customer and his staff 
subordinate.
The service-related work requires that employees control their emotions as part of their 
job, because the nature of the work, means that the service provider could easily become 
emotional. For instance, in the case of a conflict between a customer and a waiter, it is 
the customer who will always "win" or get what he wants in the end. Moreover, it is 
almost impossible to predict when the conflict will occur, because it depends upon the 
mood of the customer who is going to use the service. One solution would be to train the 
staff, to enable them to cope with a variety of clients.
Romm (1989) suggests that the role of staff could be controlled and standardised, by using 
a "script" which includes key words and phrases that are suitable for the service situation. 
In other words it is like treating the service situation as a theatre production, with servers 
as actors and the manager as the producer. An employee can then use the process to guide
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the customer smoothly through the service interaction. At the same time employees 
control their own emotions in order to create "surface harmony" when interacting with 
customers (this then again leads back to the emotional labour (Hochschild, 1983)). Indeed, 
the occupational stress of the service work is high. I f  the staff are the actors, and the 
manager is the producer, in this case the supervisor must be the "director" o f the show, 
(as he/she is the person who is able to guide staff in ways of reducing their occupational 
pressure and the stress which arises from suppression of emotion).
As for the back of the house staff, their work is similar to the type of manufacturing 
operation. In contrast, the supervisor of the kitchen group will exercise his/her skills more 
on controlling the quality of the food production. The nature of the job requires less 
verbal contact between supervisor and staff than the job in the service oriented situation. 
However, in the preparation of food and drink, some kitchen staff have to cope with the 
heat which easily leads them to the stage of being temperamental (Wood, 1989). It is 
likely that they will clash verbally with each other. Hence, positive communication can 
avert such anger or frustration.
In conclusion, this study argues that the only difference between the work of service 
supervisor and supervisor of the kitchen, therefore, is the nature of their jobs. Their roles 
and duties to the subordinates are the same. Nevertheless, principal duties of each 
supervisor are similar, in the sense that skills must be applied to take control of all the 
staff, as well as producing the service/products, (this includes the training of new staff, 
coaching and appraise them).
In addition, with respect to the concept of supervisor's management of emotion in the 
work place, the issue of management of emotion overlaps with many areas (e.g. training, 
and misuse of power). Therefore, the topic of emotion will be discussed separately in the 
later section (10.5).
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10.4.2 Expertise, Teaching and Coaching
When asked about the work of their supervisor, operative staff tended to reply that their 
supervisor must have appropriate technical skills and competency, i.e. expertise, take one's 
work seriously, etc. He/she must be able to teach them those necessary skills. Indeed, this 
expectation relates to the concept of the "characteristic of professional relationships", 
where knowledge and skill place one person in a position of authority. Staff tend to think 
of their supervisor as a person who can provide information (as in teacher-pupil 
relationships), or provide guidance, (as in doctor-patient or social worker-client 
relationships), and indeed, in the supervisor-supervisee relationships.
Referring back to table 10.2, the research shows that the staff expect their supervisor to 
have expertise as well as necessary technical skills (positive 12% : negative 5%). Since 
the work of a supervisor depends very much on the co-operation from his/her team 
members.
The result of this research suggests that staff prefer their supervisors to transcend them 
about work which is in line with what Edelmann (1993) found, that the authority of the 
supervisor depends not only on their knowledge and skills, but also on the respect and 
acknowledgement of the subordinate. Consequently, advice or information from a superior 
whose expertise is doubted, or is not being valued, is unlikely to change staffs behaviour.
Besides, the supervisor should be able to teach and transfer those skills to his/her 
subordinates (pos 32% : neg 16%). Staff expect the type of relationships between teacher 
and student, where a supervisor (as a teacher) must have some teaching skills, as well as 
being patient. As for coaching, the results of this research confirm that staff prefer the 
supervisor who gives the operative staff the attention they need, i.e. from the first day that 
they start working as a new comer. Supervisors should be able to recognise the strengths, 
resources and weaknesses of their team, as well as understand the need to motivate staff 
and make sure that each individual in the team has sufficient scope, so that they can
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satisfy their work aspirations (e.g. knows how to deal with each member of staff, or 
explains nicely when a mistake occurs).
The nature of the job itself requires the training to be more of an "on the job training". 
However, this type of training and coaching also allows for tension or confrontation. Staff 
mentioned that in the case of new staff who must learn to apply their skills and 
knowledge in a new context, the supervisor must provide assistance in order to win their 
acceptance.
The key element in handling these issues is good communication skills, especially verbal 
communication (pos 8% : neg 8%). Moreover, if good communication systems are 
established at an early stage, any potential problems that could eventually lead to matters 
causing undue stress and anxiety (which could lead to the individual turning to drink for 
moral support) can be identified.
10.4.3 The Misuse of Power
This section reviews the issue of power that a supervisor has over his/her subordinates 
(French and Raven, 1959). Inevitably, a supervisor has power purely by virtue of his or
her position within the organisation. No matter what the supervisor's personal
characteristics may be, he or she is in a position to control the behaviour of others
(Edelmann, 1993). Above all, the use of power can have destructive, productive or
integrative consequences. However, this research demonstrates how the misuse of power 
by a supervisor can result in bullying, and exposes employees to abusive behaviour.
Apart from the supervisor's personal characteristics which may influence the misuse of 
power, the judgement process itself is also likely to effected by other biases. As discussed 
earlier, about the "false consensus bias" (Ross, 1977) which could mislead staff when 
thinking that the supervisor is more similar to themselves and therefore should think the 
same way as they do. Similarly, the impact of this bias on perception of supervisors works
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in the same way, but this time it is the supervisor who does something which he/she 
thinks justifiable and appropriate, without thinking that the staff might think differently. 
Even though the staff might feel reluctant to comply, but as a subordinate he/she has to 
submit him/herself with the authority of the supervisor.
Staff also mentioned incidents when supervisors failed to reach the appropriate decision 
which leads to unsuccessful action (pos - : neg 11%). It could be argued that this is the 
result of poor judgement on the part of the supervisor. Moreover, it may lead back to the 
process of perception where wrong judgement of events occurs. Since a person develops 
rules of thumb or "heuristic" (Tversky and Kahneman, 1974), for estimating the likelihood 
of events. These shortcuts are formed because the social information is so extensive and 
this heuristic makes the perception process simpler.
For example, operative staff mentioned many incidents concerning situations when 
supervisors blamed them for somebody else's mistake, or blamed the staff before checking 
reasons first (pos - neg 7%). In these cases, it is possible that the supervisor made 
judgements based upon his/her pre-existing schema. Events that fit a heuristic may be 
recalled more rapidly than events that are not so easily categorised. Consequently, the 
process of social perception is subjected to considerable errors.
The misuse of legitimate power, or the excessive use of coercive power, intentionally or 
not, is potentially destructive and likely to lead to end in conflict. It may appear that when 
subordinates have a conflict with their supervisor, they either become submissive or are 
forced into complete withdrawal. However, the subordinates behaviour may not comply 
with his treatment, but be a suppression of his anger or dissatisfaction within himself. 
Indeed, this will make him suffer from stress as well as anxiety which may have an affect 
on his work performance.
In the same way subordinates comply with the power of superiors (French and Raven, 
1959), but with the respect to cultural dimensions. It seems possible that Thai supervisors
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also apply the cultural dimension of large power distance (Hofstede, 1991) which they 
gain from their position, as the Thai socialisation process is based on rank and status 
rather than individual personalities. This attitude has a profound impact on the way in 
which the Thais are very malleable towards the elderly and any other perceived authority 
figures (Komin, 1991). Thai people tend to believe that authority figures are always 
correct in their judgements and in cases where they might be wrong, it is improper to 
challenge their mistakes since this could lead to the loss of face on their part (Bond and 
Lee, 1981; Redding, 1980, Ng, 1968, Goffmann, 1955).
In a working environment, the supervisor, as the authority figure, might assume that his 
actions (in any circumstance) fit appropriately with the situation. Although his action may 
be inappropriate, from a cultural point of view he realises that it is unlikely that 
subordinates will challenge him. Staff might not be content with the situation but they 
have to obey the order from above. Certainly, this comment is quite alarming, considering 
that orders from authority figures are followed to the letter without objection, (as the 
consequence can cause many management problems).
10.4.4 Bias
As far as bias in the workplace is concerned, this research suggests two of these 
inclinations. Selfishness (pos - : neg 6%) refers to moments when a supervisor blames 
staff for the supervisor's own mistake, or tries to avoid doing the job because of his/her 
laziness (e.g. supervisor avoids doing the job him/herself by telling staff to do it), or avoid 
taking responsibility. Prejudice (pos 8% : neg 11.5%) occurs when a supervisor takes one 
particular side when judging problems among work colleagues, which may have arisen 
from a variety of causes (such as a personality clash between colleagues). These acts are 
due to the unsatisfactory behaviour of the supervisor. Indeed, this bad habit related more 
to the personal behaviour of each individual.
In order to understand the concept of bias, both selfishness and prejudice. It is helpful to
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understand the concept of perception. People's behaviour, and their judgement about other 
people's actions, are influenced by two main factors, his/her memory and the environment. 
The memory of each person includes the way he/she was brought up, his/her education 
and experiences in the past. His/her response therefore, may or may not be perceived by 
another person as valid or "correct". The environment where the person is, at the time of 
each particular interaction can also have a strong impact on his/her perception. 
Consequently, this process of perception is open to considerable error.
For example, the "self-serving attribution bias" (Zuckerman, 1979) refers to the tendency 
that people tend to accept greater personal responsibility for positive outcomes than for 
negative outcomes. People are willingly to take credit for success, but not for failure. This 
helps to understand many incidents cited by staff about why supervisors blame staff for 
their own mistakes.
Another example on errors in perception is stereotyping (Bar-tal 1989), which occurs 
when one attempts to classify the other person according to one or two dominant or easily 
identifiable characteristics, e.g. style of dress, sex, age and so on. Supervisors, not only 
classify other people into groups of categories, but also judge and evaluate them. In this 
case, it is the supervisor's own memory bias that influences his/her behaviour towards 
each member of staff.
Whereas stereotyping can be positive or negative, prejudice refers to the irrational dislike, 
suspicion, or hatred of a particular individual, group, race, religion (Rothenberg, 1992). 
Prejudiced people are unlikely to change their attitudes even when presented with new and 
conflicting information. As with stereotyping, anyone can be prejudiced and anyone can 
experience prejudice.
With reference to "prejudice", the results also demonstrate that staff do not mind if the 
supervisor takes their side in the conflict (pos 8% : neg 11.5%). That is, they are happy 
to receive supervisor's support.
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10.4.5 Sacrifice: Doing things beyond One's Role
Regarding the case of a supervisor who goes beyond his/her working role, i.e. the category 
of "sacrifice", this category is again, in favour of the "maintenance oriented" practice. The 
result indicates that staff are grateful to a supervisor when he/she helps them to solve their 
personal problems (pos 9% : neg 6%). Being attentive towards each member of staff at 
a personal level (pos 5% : neg 1%), and treats each member of staff as if they were 
relative (pos 3.5% : neg - ), are also favourable. Because such an act is not a required part 
of supervisor's job, failure to perform the act is not regarded by staff as wrong. But if a 
supervisor has performed such an act, then it is considered as more of a positive action 
(total = pos 20.5% : neg 7%).
In order to understand why staff seem to be pleased when a supervisor goes beyond 
his/her role, the work of Hofstede (1980) provides some explanation. He argued that in 
highly collect!vistic cultures, family concerns and group attainments take precedence over 
the individual's work concerns and achievements. The individual's identity is derived from 
membership of the family, caste, or clan, whose norms and values must be 
unquestioningly accepted.
Therefore, in low individualism type cultures, a job is performed within the family - i.e., 
to provide for the well-being of aged parents, spouse and children. This concern for the 
group is carried over to the workplace and, as a result, the personalised relationships 
generated by the job become more salient than the accomplishment of the job objectives. 
In extreme cases of low individualism, employees become emotionally dependent and 
morally involved with the organisation, which is expected to care for its members 
(Hofstede, 1980). This does not suggest that employees neglect their job tasks. These are 
performed, often exceedingly well, but the motivation for such performance is not 
primarily for the exhilaration and delight of achieving job objectives. Rather, it may be 
to please their superiors or peers who may be friends, relatives, or people from the same 
village.
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Wichiarajote (1973) supports this argument by concluding that Thai society is an 
affiliative society in which people are highly dependent upon others, and find their 
security within dependence and patronage of their superiors. Thus, each individual has 
his/her motivational drive, which leads them to establish networks of personal 
relationships. Thai staff, in this respect, are therefore characterised by a high need for 
affiliation, approval and acceptance. This generally results, in such personality traits as 
low self-confidence, low-self esteem, high dependency and emotional insecurity. This 
study seems to suggest that Thai staff import this cultural practice into their working 
environment, where their supervisor is expected to provide security and affiliation.
10.5 Emotional Management in Restaurant Service Environment
Another interesting topic brought into consideration is the issue of management of 
emotions. This research attempts to discuss the concept of the management of emotion at 
the supervisory level. It seemed to have a predominant status in this research as it appears 
in almost all categories, i.e. from "talking nicely", to "he shouted at me when I did 
something wrong" or, from "he knows how to deal with each member staff, to "he shouts 
at staff in order to please the customer". It can be seen from the results that staff expect 
friendly communication from their supervisor. They also indicated that the failure of the 
supervisor to be reasonable and to be able to control his/her emotion, is the least 
preferable of all negative behaviour.
There are two ways of looking at emotional labour, firstly, on the emotion of subordinates 
when complying with organisational feeling rules, secondly the emotional labour of the 
supervisor.
In relation to the emotion of staff, the comment of Briner (1995) is illustrative since short 
term emotions influence on the long-term feelings and emotional judgements. This 
research, however does not explain the relationship between these "short-term" and "long­
term" emotional experiences of staff, argues that it is possible to identify these "short term
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experiences". These feelings of employees on a daily basis, in relation towards their 
supervisor, is in fact what staff really experience during close contact with supervisor.
During the communication process, staff do not only receive a message, but also 
experience some sort of emotional expression from their supervisors. Results of this 
research indicates the areas which are sensitive for staff, and shows that supervisors 
should pay attention to the periods when supervisors have close contact with staff: during 
training and coaching, or when giving the order and command, or when mistake occurs.
Hence, the organisational feeling rules, or in this case, the submission to the power of 
supervisor (French and Raven, 1959), forces the staff to acknowledge the authority of the 
supervisor. Therefore, although they experience discomfort during this compliance. They 
should not display felt emotion but rather hide their feeling. This suppression of emotion 
might lead to both tension and stress, which will have bad influence of the productivity 
of staff. The results also suggests potential problems which is commented by O'Driscoll 
and Beehr (1994) that supervisors can influence the degree of role stress and uncertainty 
which their subordinates experience (which in turn may effect levels of satisfaction, strain, 
and turnover intentions).
For this reason, this study argues that the management of emotions is essential in the 
supervisor/staff relationship. The most convincing confirmation of this idea could be seen 
in the communication between staff and supervisor. Indeed, it could be seen from the 
result that it is the manner in which a supervisor talks to his subordinates that can create 
a good or bad working environment.
In order to provide a better understanding about the manner of the supervisor, Chen (1989, 
1990) comments that there are four communication skills which individuals must be 
competent, verbal and nonverbal behaviour. These are, message skills, behavioural 
flexibility, interaction management, and social skills. "Message skills" refers to the ability 
to understand and use the appropriate language and feedback. "Behavioural flexibility" is
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the ability to select; appropriate behaviour in diverse contexts. "Interaction management" 
means handling the procedural aspects of conversation, such as the ability to initiate a 
conversation. It should also emphasise a person's "other-oriented" ability in interaction, 
such as attentiveness and responsiveness. Social skills include empathy (the ability to 
think the same thoughts and feel the same emotions as another person) and identity 
maintenance (the ability to maintain a counterpart's identity by communicating back an 
accurate understanding of that person's identity). In other words, a competent 
communicator must be able to deal with different people in diverse situations. Indeed, the 
results of this research indicate that operative staff mentioned the issue of emotion, in the 
context of their relationships with their supervisors, in many circumstances. It could be 
argued that supervisors are expected to be able to vary their communication skills upon 
different situations.
This research supports the idea that a supervisor is the key person who is able to reduce 
the emotional stress of the staff. Matteson and Ivancevich (1987) comment that the 
leadership style which will be most effective in helping employees deal with stress, will 
vary with each individual and situation. Ross and Altmaier (1994) further argue that, to 
have "considerate" leadership from supervisors, leads employees to experience fewer 
stress-related problems at work. This considerate leadership style is characterized as 
allowing employees to participate actively in decision making, and offering an avenue for 
good two way communication. This communication reduces, the stress employees feel as 
they deal with their supervisors.
In contrast, this research confirms the potential stress in supervisory work by arguing that 
the behaviour of employees can also lead to stress for a supervisor. As argued by 
Ivancevich and Matteson (1980) that supervisory stress has been associated with the 
stress that arises from responsibility. Supervisors are simultaneously responsible for people 
and for abstract things. This combination of responsibility can leave the supervisor 
vulnerable to the affects of work related stress.
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Although it is not the intention of this study to find out whether a supervisor should 
perform "deep acting" (Hochschild, 1983) or not, this research confirms that a supervisor 
needs to know how to manage his/her emotions. Therefore, he/she will create a positive 
working atmosphere as well as reducing the work related stress of staff. However, it might 
also cause the supervisor to experience stress, bum out, or even experience emotional 
exhaustion.
In relation to solving the stress from practicing emotional labour, Ashforth and Humphrey 
(1993) maintain that the negative effects of emotional labour on the well being of the 
service provider, are moderated by identification with the role. However, identification 
carries an emotional risk, as it may psychologically bind one to the role, in such a way 
that one's well-being becomes more or less yoked to perceived successes and failures in 
the role.
In summary, this research, (with respect to staffs feelings which may have an effect on 
their performance) has discussed two means of considering emotional labour in the 
organisation. One is placed on the emotion of subordinates when complying with 
organisation feeling rules. And the emotional management of supervisor, whose work 
requires the practice of emotional labour. The study confirms that emotional management 
by supervisors helps reduce stress experienced by operative staff.
10.6 The Extended Roles of Supervisor in Thai Cultural Setting
It is interesting that people who believe they share the same group identity with others 
(such as the same ethnic group), tend to have similar characteristics and behavioural 
patterns. It could be said that this behaviour results from the affect that their culture has 
on their perceptions.
With reference to the impact of culture on the perceptions of people, there are two major 
unexpected findings achieved in this study. These concern the issue of "management of
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emotions" and the issue of the "supervisor going beyond his/her supervisory role". Thus, 
the best possible explanation, as far as the role of a supervisor is concerned, might lie 
within the notion of different leadership styles in each cultural setting.
With reference to Thai cultural values of "ego orientation" and "smooth interpersonal 
relationship orientation" (Komin, 1991), the ego of Thai people is so important, that the 
"face" is identical with "ego" and is very sensitive. Any violation of this "ego" self is 
unacceptable. Therefore, staff feel very upset when they are criticised by supervisor, either 
in front of, or without the presence of their working peers. Indeed, staff feel that a 
supervisor has made them lose their "face". Although the situation indicates that this is 
not a personal conflict, staff tend to take everything (although it is in fact a work-related 
problem) as a personal problem. Sometimes they can interpret any disagreement, as a 
conflict between persons (or among groups).
Additionally, the "social smoothing" values of Thailand places emphasis on interpersonal 
interaction which is smooth, kind pleasant, and contains no conflict. To show one's anger 
in public is therefore an act of disrespect towards and impudence to the cultural norms. 
Typically, only positive feelings and emotions should be expressed. Therefore, the 
suppression of negative emotions is very important. The result from this research indicates 
that staff necessitate the smooth communication skill as an important quality of their 
supervisor. The majority of staff prefer their supervisor to "speak nicely". Therefore, 
supervisors should undoubtedly have the ability to restrain emotions. From this point, it 
seemed that the leader should manage to fin d  the solution to conflict, as well as being 
capable o f maintaining working harmony between persons, groups, or even between 
depan ment s.
This research also produces another unexpected result concerning the extended role of 
supervisor. Staff mentioned many issues concerning incidents in which they received 
attention at a personal level from a supervisor. For example, the supervisor helped them 
to cope with their personal problems, or treated them like relative by calling them brother
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or sister. (Sometimes the supervisor even took good care of staff on personal level, by 
helping them to find a place to stay, etc). Although staff do not rate this to be the most 
important requirement, this topic must have significant meaning within their memory.
Therefore, a supervisor in Thailand, should be able to play this extended role depending 
upon the situation. The Thai cultural value of "grateful relationship orientation" suggests 
that a person should be grateful to a person who offers him/her help. Therefore, being 
grateful for such treatment constitutes the root of any deep, meaningful relationship and 
friendship. Staff will feel grateful to a supervisor who helps them. This action thus 
enhances a better relationship amongst them.
To summarise, the research suggests that a Thai supervisor should understand the 
appropriate means in which to give commands and advice, and also know how to 
encourage staff to perform better. In the event of any mistakes, a leader should again 
know how to evaluate the result and comfort his/her subordinates in order to prevent them 
from becoming disheartened. Furthermore, the results of the research strongly suggest that 
a leader must also be able to help subordinates with their personal problems.
10.7 Contribution to the study of Leadership
This research has confirmed the significance of the situational leadership concept; 
(Misumi, 1985; Smith et al, 1989) that, to be effective, a leader's style must fit the 
situation. The leader must correctly identify the behaviour required in a given situation. 
Indeed, in almost any leadership situation, one will need to balance the two dimensions 
of task orientation and people orientation. However, this study further points out that it 
is possible to specifically identify the specific functions which are required by a supervisor 
in each situation.
By interpreting the results collected by the Critical Incident technique, the intended 
meaning of the incidents can be discovered. By commenting about their supervisors, this
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technique allows responders to express what they "really" feel, not what they think they 
"should" feel. Empirically, this research proves that the interpretation of the emotional 
construct is indeed possible.
Critical Incident technique is in fact an unstructured interview, in which the researcher 
provides minimal guidance and allows considerable latitude for interviewees. The method 
permits staff to express ideas which do not simply concern the actions and necessary skills 
required by supervisor in each situation, but also the correct mode of behaviour which 
staff feel their supervisor should display in that situation, to accomplish the intended goal.
The benefit of this method can be observed through the results of the data analysis. In the 
case of general leadership functions, (in the training of new staff for example), a 
supervisor should not only have teaching and communication skills in order to transfer his 
knowledge to staff, but he should also be able to create a positive training atmosphere. 
Or when giving an order, besides using clear instructions, the supervisor must possess 
good communication skills and the ability to manage his emotions (in the event that 
something has gone wrong).
Furthermore, in the case of specific leadership functions in Thailand, "going beyond one's 
role" means that a supervisor should be flexible enough to offer help on personal matters 
to staff, whenever appropriate. Once again, good communication skills are necessary.
In short, the results of this study confirm the connection between the process of 
perception, and the attitudes and values resulting from the cultural dimension which Thai 
people carry with them. Although the research did not intend to test the issue of cultural 
impact on staffs perception, the data interpretation supports the notion that culture has a 
vital effect on the specific actions required of a leader in each cultural setting.
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10.8 Conclusion
In summary, this research suggests that a supervisor in the service setting should have four 
necessary skills. These are technical, conceptual, administration, and human relation skills. 
Above all, when "P" and "M" styles of leadership are considered, the results suggests that 
a supervisor should have both "P" and "M". Yet, this research indicates that the 
appropriate leadership style of a supervisor in the service setting should also be high on 
the "M" (maintain the good relationship amongst staff) dimension. Therefore, the most 
appropriate leadership style for the restaurant setting, as voted by operative staff, is the 
"pM" type.
Moreover, the research argues that the errors in perception have significant impact on the 
relationship between the supervisor and operative staff. It also suggests that the most j 
important quality which a supervisor should take into consideration, is his/her 
communication skills with subordinates. Indeed, successful communication should also 
comprise management of emotions. The operative staff cited the ability to control 
emotions, to be the most preferable quality of a supervisor.
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Chapter Eleven Conclusion, Problems and Recommendations
11.1 Introduction
In this chapter, conclusion about the research will be drawn, with reference to the earlier 
objectives and hypotheses of the study. Recommendations will be made, which will 
consider the general problems of the research methodology, and examine the 
implementation of an appropriate leadership style in the restaurant industry.
11.2 Summary
The results confirm the validity of the leadership concepts employed: a combination of 
the behavioural and the contingency-situational approach. That is, the leader has two 
primary dimensions with which to work: task oriented and people oriented. Yet, he/she 
must be able to adjust his/her style to the circumstances which pertain because different 
situations demand different leadership styles.
The main purpose of this research was to draw attention to the key concerns of service 
operative staff concerning their supervisors. It has attempted to do so by presenting and 
discussing the choices which arose from the survey.
Regarding the identification of the expectations/preferences of staff concerning their 
supervisor, the main conclusions were:
1) When asked to recall an incident concerning the best and the worst thing they felt 
their supervisor had ever done, responses grouped into seven categories which 
concerning their supervisor. The categories were: work, power and management of 
emotion, bias, sacrifice, representing the company, lacking of self-assertiveness, and 
other behaviour of the supervisor.
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2) However, in the discussion, the category of "work" was to be conjoined with the 
category of "power and mismanagement of emotion" to create a new category "work 
and emotions", as the latter is the negative of the former.
3) The category of "work" contained the largest number of incidents. However, the 
majority of the respondents tended to initially mention concepts concerning the 
"behaviour and emotions" of the supervisor, rather than concerning "work".
4) Within the category of "work and emotion", staff demonstrated their concern for the 
way their supervisors taught and coached them.
5) The most important part of the category of "work and emotion" is communication.
6) There are no differences in perception between front and back of the house staff. 
Nonetheless, memory, errors in attribution, and biases in perception, have an 
undeniable impact on the expectations of staff of their supervisors.
Regarding appropriate leadership style in the service setting, the research demonstrates the
following;
7) Regarding the work of supervisors in both front and back of the house, it was argued 
that their relationships with the subordinates, and the management of the 
relationships with subordinates, is essentially the same, although the technical 
content of their jobs varies.
8) With respect to how the staff view the skills of their supervisor, when comparing 
leadership style against the duties of the supervisor, this research suggests that the 
"performance oriented" style of leadership results from the merging of three type of 
skills (e.g. technical skills, conceptual skills, and administration skills). While the 
"maintenance oriented" style of leadership is equivalent to human relations skills.
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9) Leadership style in the restaurant service setting should include both "P" and "M", 
which means that a supervisor should be able to deal with both activities. But 
according to the majority of staff, there is a preferred for a supervisor who is higher 
on the "maintenance" side. Therefore, they felt that the most appropriate style was 
"pM".
10) With reference to the impact which culture has on people’s perceptions, the 
unexpected result of the research indicates that a distinctive leadership characteristic 
in Thailand, which could be the result of cultural impact, is "sacrifice": A supervisor 
is expected to go beyond his/her required role and help staff with personal matters.
Thus, as a result of the attempts to identify the important/necessary skills of a supervisor
in the restaurant setting, the research results suggest;
11) The successful "pM" supervisor needs good management of emotional skills, as well 
as good communication skills.
In connection with the finding concerning the management of emotion, it could be argued
that;
12) The management of emotion is the core of good interpersonal skills of a supervisor. 
That is, the supervisor should display the correct mode of behaviour dependent upon 
the situation.
13) The emotional management of a supervisor can reduce the work-related stress of 
staff. Results from this research suggest that staffs emotional disturbance can happen 
during the interaction between a supervisor and his/her subordinates. Therefore, the 
displayed emotion of the supervisor affects the perception of operative staff.
14) Conversely, these staff expectations might also create work related stress for the
272
supervisor himself.
However, it is important to note that the data resulting from this research indicates the 
preferences of staff concerning the leadership style of a supervisor. It does not intend to 
prove that this type of preferred leadership style will guarantee a better output from staff. 
It is therefore necessary to make the distinction between what the subordinate might 
prefer, and what might actually be the effective leadership style, since leadership is more 
than just what the subordinate desires.
It is also important to be aware that this research examines only one component of the 
organisation, which in this case is the operative staff. In fact, there are also other possible 
ways to look at supervisory leadership, such as, asking supervisors themselves about how 
they think about their own behaviour. Indeed, the focus could also be placed on 
understanding how managers perceive their staff at the supervisory level. That is, the 
supervisor's manager might have different perception from those of subordinate.
For example, a supervisor who is seen through the eyes of operative staff as preferable, 
might be viewed as an unproductive leader and undesirable supervisory staff by the 
management team. In contrast, a subordinate may not want to work with a very unpopular 
leader, even though he/she is very good at actually achieving results. Typically, staff may 
like to work with a nice and friendly supervisor, who might be less productive when 
compared with an unpopular supervisor. The research should therefore provide the basis 
for future research in the area of leadership (this issue will be discussed more in later 
section).
In conclusion, operative staff suggest that if the supervisor demonstrates the "pM" type 
of behaviour at work, it will create a positive atmosphere, as well as improving 
relationships amongst the supervisor and his/her subordinates. This action will allow staff 
to feel comfortable during and outside of working hours. Besides, the ability to 
communicate effectively is one of the keys to supervisory success. In spite of this, the
273
results suggest the interesting outcome that Thai supervisor should be flexible enough to 
offer help on personal matters to staff.
11.3 Review on Research Methodology and its Limitations
What this research aimed to investigate was the preferences of staff about leadership style, 
especially since little research has been conducted on the issue of supervisory leadership, 
within the service setting. Many studies concerning leadership, research the appropriate 
leadership style by asking managers about their actions in each circumstance, as well as 
their reasons for making such decisions (e.g. Sinha, 1980; Misumi, 1985).
This research is aimed at a group of people who work closely with the supervisor, namely 
the operative staff, to uncover their opinions about supervisors. This is due to the fact that 
operative staff are influenced by the working environment, and are under the authority of 
their supervisor. Therefore, the influence of supervisory actions (both positive and 
negative actions) could unquestionably affect the quality of the work of subordinates. To 
ask the opinion of staff about the style of leadership, might provide additional information 
required in all leadership functions.
In contrast to many previous studies on leadership, this research has attempted to explore 
and identify some further areas for research such as;
- This study focuses on the most/least preferable leadership style at the 
supervisory level as viewed by operative staff.
- Most studies have to non-research based studies concerning the supervisor 
discusses the duties of the supervisor in the work place. This research however 
attempts to define the relationships between subordinates and supervisors by 
focusing on the behavioural model of the supervisor.
- Above all, the research also attempts to deal with the area of leadership style 
in the restaurant and service setting.
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The study is based on two research projects concerning leadership style which use the 
Behavioural Approach; the Ohio State study (1957) and the "P&M theory" by Misumi 
(1985). However, the Ohio State study suggests that the style of leader with the global 
statement (such as, a good supervisor is friendly), without regarding other factors that are 
conditioned by the situation. The "P&M theory", in contrast, measures leadership by using 
the concept of a situational factor, but has to construct a new set of questions for each 
individual setting. Moreover, the interpretation of the results of these two studies would 
be of the quantitatively database-type, rather than the qualitative type.
With reference to the qualitative methodological, this present work has found a new way 
of identifying leadership behaviour, by altering the method of research, from measuring 
the leadership style to the identification of more specific supervisory behaviours. Hence, 
it does not mean that the focus will be placed on model behaviour alone, but rather the 
meaning behind the descriptions of supervisor referred to by the operative staff.
The initial problem was to discover an appropriate methodology for the collection of the 
data. In the end, the methodology used a technique entitled the "Critical Incident 
technique", as it enabled the participants to express themselves freely, without worrying 
that the information they provided would have an adverse effect on them. They were not 
allowed to answer in a manner which might please the researcher. However, the Critical 
Incident technique might provide different results from a questionnaire study, because it 
is more emotive: open-ended questions can be freely answered and are free from any 
interviewer bias, allowing the researcher to accomplish something distinctive (Pekrun and 
Frese, 1992).
Operative staff are therefore asked only two questions about their supervisors. But to 
answer these question they have to recall an incident about one of their supervisors. 
Indeed, from the psychological point, memory affects the perceptions of people, thus 
guiding their judgement, as well as their actions towards that person. In this case, the 
researcher could explore the information which staff had chosen to remember about their
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supervisor.
Additionally, when considering emotions at work, the Critical Incident approach may have 
actually measured emotions to a larger extent than the questionnaire studies, which 
measured "attitudes" rather than "emotions". Although attitudes include emotional facets 
as well, they are not emotional constructs (Pekrun and Frese, 1992).
The questions begin by asking staff to recall the good and bad things which a supervisor 
accomplished. With the variety of results received, the researcher attempts to build up a 
series of piles from the existing results as well as from their descriptions. Furthermore, 
it is important to carry out the "Inter-Judge Reliability" by asking four or five people, to 
go through the process of categorisation, to see whether they agree with the definitions 
of each category. Then, the discussion can be initiated.
Regarding the method of data collection and the method of data analysis, it is felt that 
there are some areas in the research which require clarification. These limitations are:
Firstly, with respect to the flexibility of the data interpretation, it is necessary for the 
researcher to have a definite understanding of the area of interest as a stable ground for 
the research body. The Critical Incident techniques allow the researcher to try every 
possible way of altering the meaning of the data categorisation until he is satisfied. 
However, this flexibility can sometimes be too great so that one could go on and on 
changing the meanings. Therefore, it is necessary to keep the aim of the study in mind 
when trying to match the data with the hypotheses.
Secondly, this methodology has been proved to work well with both service-related staff 
and food production staff. None of the staff seem to have problems answering the two 
questions rose. Therefore, this method may be used to test the opinions of staff in any 
type of setting. It is expected that this method will be able to provide a key understanding 
of the relationships between supervisor and operative staff in general.
2 7 6
Thirdly, this research produces similar results to that of the "Ohio State study" and "the 
P&M theory", because the group members require more in the way of 
"consideration/maintenance". However, this research has succeeded in demonstrating the 
specific behaviour of the supervisor as well as the skills required. In particular, it also 
appears to re-affirm the notion of the impact of culture on the preferred leadership style.
11.4 Research Recommendations and Implementations
Having discussed some limitations of the research, this section will deal with the 
recommendations. The recommended implementations will then be followed.
11.4.1 Recommendations for Practical Management
Firstly, the results of the study assists a supervisors to understand the needs of his/her 
subordinates, and suggest ways by which to motivate them. Indeed, the supervisor will be 
able to turn his/her attention towards the potential problem areas. Or at least, he/she can 
adjust his role to fit with the requirements and the expectations of his/her staff, especially 
when the interaction between supervisor and staff occurs.
Secondly, the management role is felt to be able to accurately perceive, forecast behaviour 
and understand staff, which are important qualities in any organisation. Using this study 
as their foundation, the management team could implement the results and therefore tailor 
the supervisor's training programme. Accordingly, it is this awareness that is the core of 
the practicality of leadership. A person may not be able to become a good leader through 
appropriate training alone. However, the supervisor could be made aware of the main 
concepts and principles of effective leadership. This research suggests there are six actions 
that operative staff are sensitive about, and about which a supervisor should be trained. 
These are:
1) technical skills: supervisor must have appropriate technical skills and 
competencies to carry out their tasks.
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2) teaching skills/coaching skills; supervisors should be able to teach and transfer 
skills to his/her subordinates.
3) awareness of supervisory power; supervisors should be aware of their role in 
the organisation, their legitimate power, as well as the appropriate way to 
exercise it.
4) bias: supervisor should be aware of the issue of justice and prejudice in the 
work place.
5) going bevond supervisory role: in the context of Thai culture, it is sensible to 
be flexible to help staff to deal with there personal problems.
6) the management of emotions: supervisors should be aware of the cause and 
influence of management of emotions. They should be aware, especially in the 
service related jobs, of the possible impact of poor and ineffective emotional 
management on the feelings and emotions of the operative staff, which might 
affect the interaction between staff and customer, or the production of food.
Training would therefore prepare and enhance the supervisor's awareness of his/her role 
as a front line manager. At the same time, the management team can use this role 
identification as a guideline to help the supervisor cope with both his work and emotional 
stress.
11.4.2 Recommendations for Future Research
As mentioned earlier, the results of this research confirm what has been discovered by 
many researchers (e.g. The Ohio State University study; Misumi's P&M theory, etc.), that 
the group members require more in the way of "consideration" or "maintenance". That is 
people seem to like a maintenance oriented supervisor. However, should a supervisor's 
leadership style be driven by subordinates?
This present research tries neither to suggest that maintenance oriented supervisors are 
more necessarily effective than others, nor that a popular supervisor is necessarily a better
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supervisor. However, "maintenance" behaviours significantly improve the relationship 
between subordinates and supervisors. Employees-centred leadership fosters favourable 
attitudes toward supervisors and the company.
With respect to the assumption mentioned above, the recommendations of the present 
research for the future research, could be listed as follow:
Firstly, since the results of this research might help a supervisor to understand the needs 
of his/her subordinates, and suggest ways by which to motivate them. However, the 
present research only receives its data from the operative staffs point of view. Therefore, 
it will also be interesting to research supervisory attitudes towards his/her subordinate 
work effectiveness. This means using the Critical Incident technique to identify the 
preferred leadership style, as seen through the eye of the supervisor. Accordingly, results 
of both studies could be compared against each other in order to examine the opinion of 
both sides of the team.
Secondly, it is speculated that this methodology could be further used to test the issue of 
"distinctive leadership style" in different cultural settings. It should be noted that in 
answering research questions, staff also apply their values and perceptions, which are 
shaped by national culture. Therefore, it seems as if the Thai operative staff applied 
collectivist values when giving their responses (category of "sacrifice"). An interesting 
insight into the perceptions of staff in an individualist country could be made, by 
examining the issue of leadership in a different cultural settings.
Thirdly, this study focused on staffs perception of their supervisors, but did not attempt 
to investigate the way in which this affected the behaviour of the operative staff towards 
their supervisors in any detail. Further research, which focuses on the behaviour of staff 
towards their supervisor would be both welcome and valuable.
Fourthly, this study confirms that the issue of "management of emotions" plays a
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fundamental role in the communication abilities of all members of the organisation. Future 
research focusing on supervisory management of emotion will be beneficial to the study 
of emotional labour.
Finally, it would be interesting to match this research with that of Thai staff back in 
Thailand. Since this research could be regarded as a preliminary qualitative analysis in the 
area of leadership in service settings in Thailand, another piece of research on staffs 
preferences on leadership style with a larger sample would be beneficial.
11.5 Conclusion
The intention of the thesis is to examine leadership style and in particular, how operative 
staff relate to various leadership styles in the restaurant context. The thesis examines the j  
concept of leadership by looking at the role of the supervisor and that of operative staff, 
to determine how an individual perception of a leader can be influenced by emotion, stress 
and culture.
Little research has been carried out in the area of supervisory leadership in service - 
settings, and indeed what has been developed is not necessarily examined on Thai 
operative staff. Consequently, the experimental methodology was set up based on an 
analysis of S&P restaurants in Thailand, to identify different types of leadership style 
which operative staff most relate to.
The "Critical Incident technique" was used, since it permits staff to express ideas which 
do not concern the actions and necessary skills required by supervisor in each situation, 
but also the correct mode of behaviour which staff feel their supervisor should display in 
that particular situation.
The overall conclusion of this thesis is that Thai individuals do not necessarily respond 
directly to any "performance oriented" dimension or "maintenance oriented" dimension,
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but to a combination of both. However, the results also indicate that operative staffs 
preference of a supervisory leadership style under the service and food production setting, 
was a "maintenance oriented" style.
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APPENDICES
Appendix 1 Results from Data Collection: Positive Incidents cited by Operative Staff
1.1 I had problem with some customers. I took a wrong order and the customer started 
to complain. My supervisor came and apologised for me and took a new order. He 
helped me.
1.2 I made a mistake and I apologised. My supervisor understood and never mentioned 
it again.
2.1 He is not prejudiced. When I had a quarrel with my working colleague, he asked 
both of us the cause of the arguement and then cleared it up.
2.2 He gives recognition to all his staff. Once we had a meeting and I proposed a new 
idea of how to place the food orders. When we put it into practice, he reported to 
the head office that it was my idea.
3. He is reasonable. When I did something wrong, he was not angry but explained 
the cause and comforted me. I put the broomstick in the wrong place. I left it by 
the service station. He came and asked me in a friendly manner if I had done it. 
Then he told me to do it in a correct way next time.
4. 1 talked impolitely to a guest and I was too emotional. My supervisor let me go 
and then talked to the guest. Later, he came to see me. He was very nice in 
explaining the reason.
5. He was warm and kind. He helped me to find a place to stay. I was desperate 
because I had just come from a different town.
6. He takes very good care of me and my friends. My friend had an accident on the 
way to work. He called to say that he was in the hospital. My supervisor helped 
explain to the boss why my friend was absent, so that there was no effect on our 
annual appraisal.
7.1 He is like my brother.
7.2 I took the food order wrongly. He didn't blame me but explained the situation and 
that it was in fact my mistake.
8. He is respectable. He can separate personal matters from work-related problems. 
If he doesn't like someone he can still work with them.
9. He is reasonable sometimes.
10. He is very good at work. He knows almost everything about his job. I can ask him
at any time, about any aspect of the job.
11.1 She is very good at teaching (technique and job).
11.2 She reproached me when I did wrong. But that was because I had been wrong. It
was very reasonable of her.
12.1 He is better (at work) than me. He takes very good care of customers. There was 
a time when food and drink were slow to arrive. Clients got very angry. My 
supervisor dealt with the client sensitively.
12.2 He is very good at controlling his emotions. He shows no emotion under any 
circumstance. He is gentle with everyone (with both staff/clients).
13. He is friendly, approachable, very good at teaching. He taught me many things 
when I first started working here, step by step.
14. He is very good at improving sales. He asks us to try to promote the new menu, 
so that we can boost sales.
15.1 He is calm. Good at work.
15.2 When I did something wrong, he explained why without blaming me.
16. He is friendly and understanding, and takes care of us. He sent birthday cards to
all the staff. We have a small birthday party almost every month.
17.1 He said that every problem can be solved.
17.2 He is nice and smiles all the time. When staff don't follow the rules, he explains
gently and nicely.
18. She was very good at teaching. What we don't know, we can ask about. She
always gives clear cooking instructions, explains all the processes required.
19.1 He knows how to deal with each staff member. He knows who is good and who
is lazy.
19.2 He approves of good work and criticises poor work.
20. She knows how to teach. She told me calmly how to cook stuffed-chicken. She
explained about all the ingredients.
21.1 He encourages me in every way. If we have any kind of problem, he is ready to
help. I can consult him on both personal and job related matters.
21.2 He works hard. Attentive to his work. But if we do anything wrong or make any 
mistakes, then he scolds us.
22. She is friendly, calm. I didn't know how to make drinks, she taught me gently.
23. He is friendly. He understands our problems. He knows how to solve problems. 
Responsible in his job. I had a problem concerning leave permission. I told him, 
and he helped me by talking to the boss, and asking for permission on my behalf.
24. He is friendly. Acts like a relative. I can consult him on every matter, (both 
personal and job related). He tries to help me every way he can.
25. He is not biased towards me or my friends
26. He is kind, frank and fair and very helpful. I made a mistake that caused some
damage. He told me to pay more attention. He said be careful next time, without 
blaming or criticising what I'd done.
27.1 He speaks politely.
27.2 He trusts me and lets me make some decisions about how to arrange the tables for
guests. While another boss said that I should not do it, he insisted. I proved that
I could do it, thanks to him.
28. I was sick so he let me go home early. He gave me the number of a doctor.
29. He has got leadership skills. He is not biased and is responsive and responsible.
One staff member had a problem with another staff member in a different 
department. My supervisor knew of the quarrel. He then called both of them to 
settle the matter. After listening to both sides of the arguement, he pointed out 
what was right and wrong.
30.1 He is smart. He gives opportunities to other subordinates. He trained in the head
office. When he came back he taught us all the tactics and techniques he has
learnt.
30.2 When he wants to point out our mistakes, he will talk to us personally and
privately. It would be a discussion between us (not in front of others). I think this
is the right way to correct mistakes.
31.1 He is friendly. He can talk to anybody in the branch.
31.2 I took a wrong order. The guest complained. He explained nicely to me what had
gone wrong.
32. He is nice and very reasonable. I was absent from work (for a personal reason).
He came and talked to me, and explained that this could affect my promotion. He 
told me to think more about the future.
33. When I had a personal problem at home, he comforted me and told me not to 
bring my problems to work. I should be able to separate those problems from 
work. He is a good advisor.
34. He is good at speaking. He knows how to talk to and deal with staff.
He wanted to close the restaurant at 10pm. He talked to us one by one and 
explained the reasons. He knew that if he had called for a meeting, none of us 
would have agreed.
35.1 He is trustworthy. He can keep my secrets. I can consult him about everything.
35.2 He let me borrow money.
36. I asked him how to communicate with customers.
37. He is a good example. He knows what he is doing.
38. He knows how to encourage staff to work. He compares himself with his friend 
in another branch. He then tells us that he needs our help to compete for the best 
branch award, so that we will work hard for our branch.
39. He is reasonable and listens to our problems. I asked for leave because I had to 
go home urgently. When he saw that I had to go, he then said that this would be 
alright.
40. When she learns a new cooking technique, she teaches us. (How to bake Chinese 
moon cake.)
41. He is reasonable. He knows that I don't like one staff member. He tries to suggest 
ways of adjusting myself towards others' behaviour.
42. He gave advice on both personal and job related problems
43. He is kind. Confronts the boss for me. I was absent with a good reason. He went 
to see the boss for me.
44.1 He is understanding. I cooked the wrong food for customers. He came to explain 
what had gone wrong.
44.2 He is understanding. Personal- Family problems. Being late for work. The 
supervisor talks to boss on the behalf of the staff.
45. He is not conceited. Works well with staff. He is in a higher position but is not
arrogant. He is like a supervisor in working hours, and like a brother outside of
working hours.
46. He advises staff about work, about how to dress appropriately, and how to wear 
the uniform correctly.
47. He encourages his staff. If there are any changes or new rules from head quarters, 
he tells all the staff. He is friendly. When we did a good job, he told us to be 
proud of ourselves and try to do even better.
48.1 Being strict with the regulations/rules.
48.2 She made an impressive window display of cakes.
49. Work comes first. Punctual, Give clear orders. Systematic.
We have monthly meetings. He imposes work regulations and puts the duty rota 
on the wall.
50. He is understanding, direct and jolly. He understands why I am absent from work 
and sometimes explains the reason to the boss for me.
51.1 I had a problem. My ex-boy friend got married. I was very upset, so I went back
home. He helped by writing it down as "leave". (Nobody knows the real reason).
51.2
52.
53.
54.
55.
56.
57.
58.
59.1
59.2 
60.
61.
62.
63.
64.
65.
66.1
66.2
67.
68 .
69.
70.
71.
72.1
72.2
72.3
Patient. Knows how to give advice. Knows how to teach working methods to 
others.
He is systematic. Makes no mistake in work or in orders.
He sets a good example at work. He speaks gently. He takes care of his own 
section.
Kind, gentle, understanding. I didn't know how to cook some soup. He explained 
the cooking procedure step by step, his explanation was clear and easy to follow. 
She is good at teaching. When slicing vegetables, I sliced them too thickly. She 
said they were not the right size. So she showed me how to do it correctly. She 
got every single piece right.
Friendly, Good at teaching. She will give direction the reasons for why work is 
carried out in such a way. Then she gives examples and important techniques, (to 
cook fried noodle).
Understands his staff, and is friendly. When I was tired from working, he offered 
me a drink. He comes and helps when we need him. (at work).
Helpful. Whatever help I need, he will try to give it. When it gets busy and we 
can't serve customers, he then comes and serves/ or sends someone to help. 
Understands the needs of clients and suggests new products.
Takes good care of a new comer. Understands new comers, helps them.
Knows how to keep secrets. Understanding. If I have a problem, I ask her for 
advice. She helps and keeps it confidential.
He is kind, friendly, and easy to consult. I can consult him on both personal and 
job matters.
He gives good advice about personal and job matters, and is not being conceited. 
Makes friendly conversation at work. Like a brother.
Understanding, friendly. When we have a job-related problem and go to see him, 
he will be pleased to help. But if he can't, he will try to get us to see somebody 
who can help.
Takes care of new comers.
Friendly, she tries not to be too serious at work which makes other people feel at 
ease.
Understanding. We did our jobs well and she recognised this.
Whenever she learns new cooking techniques, she teaches all of them to us. 
Friendly, good at teaching. She knows how to use the appropriate words when 
teaching. She gives appropriate examples. She gives cooking demonstrations which 
are easy to understand.
Recognises job well done. Friendly, and is reasonable when he/she gives out 
comments on staff promotion.
Cares for all subordinates, Not biased, but constant and systematic. Good at 
distributing jobs. Everybody works reasonably.
He is good at making decisions. Sometimes when there are not enough staff to 
serve customers the supervisor can fill the required position without fail. 
Responsible, make no mistakes. Takes care of staff. I took a wrong order. He 
helped by apologising to the guests on my behalf.
He is punctual. Never late.
Takes care of subordinates.
She can fill in any position needed and does a good job. (take an order).
73. Takes cares of subordinates, Attentive to the work results. He praised my work. 
He appreciates good work and criticises poor work.
74. She is good at her job. Has good human relations skills. Talks politely to everyone, 
both customers and staff. Makes no mistakes at work.
75 Diligent. Although he has had little education, he has proved that he can be a good
supervisor, by being attentive to his job and his work colleagues.
76.1 Follows the rules. Sets a good example for staff. Gives quality service to guests.
76.2 Good at teaching other staff.
76.3. He's good in both customer relations and staff relations.
77. Good at work. Never gets angry with staff. When we were busy (during lunchtime
service) with too many customers, we took the wrong orders for the wrong guests.
This supervisor tells us how to write orders correctly so as not to get confused.
78. He is nice. Helps staff when there's a problem. Tells us right from wrong. When 
we did something wrong, he would come and point out that if other people had 
discovered it, we would be in trouble.
79. The supervisor can do anything because she is in a senior position. Whatever she 
does is right.
80.2 When we are wrong, she tells us without being emotional (not angry). She never 
gets mad at us.
80.1 She speaks clearly. Easy to understand.
81 Kind, talks gently. Understanding. Never gets over emotional. When we have
problems about the job, she comes and helps to sort them out.
82.1 Friendly to staff. Sacrifices his own comfort for staff. It was his day off, but it was 
also a public holiday, so the restaurant would be packed. He didn't take the day 
off but came to work instead.
82.2 If staff have a personal problem, he listens to it carefully and attentively. Then he 
gives advice.
83.1 Friendly, Good at teaching. She gives cooking demonstrations for kitchen staff. 
Gives details and good examples. Easy to follow.
83.2 Takes good care of staff. Helps and gives advice on personal problems.
84. Good at work. Good at teaching staff. Knows how to teach each staff member.
85. Helps staff when they experience problems with guests. Explains how to serve the 
guest correctly.
86. Kind, understanding, listens to our problems. A customer complained about us. The 
supervisor asked us the reasons before making a judgement. He apologised to the 
customer for us.
87. Takes care of us. Helps solve problems, and smiles all the time. I was sick. He got 
some medicine for me and let me rest.
88. He is good at his supervisory job. He helps me to solve my personal problems.
89. Her work is always good. She is friendly and is not over emotional.
90. Friendly. Loves his subordinates, but is not over emotional. When we make
mistakes, he would not criticise us immediately, but would wait until we felt better
and then would talk reasonably.
91.1 She is not prejudiced, she is friendly. If there is a conflict between two members 
of staff, she will ask both of them about it before making any judgement.
91.2 Will give our performance appraisal as it really is. He is unbiased.
92. She is good at her job, friendly. Talks to me politely.
93.
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Responsible, makes sacrifices for the staff. I made a mistake when I received some 
goods. Another department complained. He accepted the complaint for me, and 
told me about it the next day.
She is very good at her work. She can answer every question about the job. About 
how to cook things.
Gives good advice. Treats me like her own sister. I can talk to her about 
everything. Both about work and personal problems.
Friendly, jolly. He is not too serious about any mistakes which are made.
Friendly, kind, gives advice. Not conceited. When off-work, she is friendly so I 
am very grateful.
She taught me how to do the job, step-by-step
Friendly, jolly. Not too serious. I am happy to work with him.
Never uses emotion when saying things. I made a mistake, and she talked gently 
to me.
Never refuses to do any job, even if it belongs to another department.
Kind and friendly. He let me borrow some money.
Helps every staff if she can, no matter what kind of job. Sometimes she doesn't 
have to do the job but she helps anyway. She works in section 1, but when section 
2 is busy, she comes and helps out.
When I have a problem, she helps and is reasonable. She talks to me gently and 
nicely.
Friendly with staff, gives good advice. We experienced some problems. He 
explained until we understood.
Good example and never jokes while working.
Not biased, loves all his staff, praises the good work of others in public.
Not too serious, sets a good example, reasonable.
Takes good care of new comers.
Direct, sincere, keeps his word. When slicing vegetables, I sliced them too large. 
He then sliced them for me to see. Then I tried harder and I could do it correctly. 
Friendly, good at teaching, Helps new comers to learn their jobs.
Helps me to solve my personal problems.
Understanding. Gives second chances. My grand father died. When she knew she 
came to comfort me and helped me to get some time off.
Gives good advice. Sets a good example. The company doesn't want staff to play 
dangerous sports. But I still play them. My supervisor knows he can't stop me. 
Therefore, he gives some advice about the possible consequences. He talks gently 
and tries to persuade me.
Once I took a day off for important reasons. He asked me once and then never 
talked about it again, because he knows I prefer it that way.
We were wrong. He pointed out nicely that being late for work is not good.
Helps new comers to settle down.
I had problem with customers. He came and helped, and provide an explanation 
to the guests for me. He helps me out.
Helped me when I first joined the company. Gives good advice about the job.
Helps new comers
Friendly, not too serious. I can tease her while we are working.
Well planned, is organised at work. On Saturday and Sundays, he sets our work
schedule so that work runs smoothly all day.
118. Good at teaching, smiles. Knows how to approach guests.
119. Gives me advice. Sets a good example. I burnt the chicken stew, so I had to pay
for it. She came and explained the situation. She offered to help by paying for half
of it. She is very good to me.
120. Takes care of staff. He helped me with my personal problems.
121. Trusts me and lets me do the job myself. Lets me help new comers
122. Good at teaching. When I tried to mix iced tea, she came and explained step by
step.
123 Good at work, neat, cooking Japanese food.
124.1 Attentive to his work. Decisive, helps staff. Sets up work zones so each member
of staff knows their own area of responsibility. This then makes the job run more
smoothly.
124.2 Dealing with guests. A member of staff took an incorrect food order. The 
supervisor solves the problem by asking the customer to "take away" the food.
125. He calls me "brother", which makes me feel comfortable in the work place.
126. Takes care of staff. Gives us birthday presents
127. Everything is good.
128. Friendly with staff. Good teacher. She taught me how to cook sukiyaki step by 
step. Easy to understand.
129. Too many tasks for one member of staff, (I was left alone). She came and helped 
me to do the job.
130.1 When I have a work problem and go to see her, she gives good advice.
130.2 If I ask for leave, she asks the reason politely and then lets me take the leave.
131. Follows the rules, systematic. Asks for staff opinions. Sets a standard on paper and 
asks the opinions of the stock controller.
132 Punctual
133. Gives advise on how to serve the customer.
134. Talks politely, friendly
135. I have no comment to make about him.
136.1 Demonstrates how to do the job, so that we have an example to follow.
136.2 Sincere to us.
137. Direct, warns staff when they make a mistake. Although some might not like it, 
I do.
Appendix 2 Results from Data Collection: Negative Incidents cited by Operative Staff
1. He enjoyed his power. If he wants anything done, it must be done immediately. 
I was working in one position. One day he wanted me to do another job, and still 
expected high-quality service from me.
2. He wanted me to work, eventhough it was my day off, without reason or 
explanation.
3. Grumbles and is over fastidious (about job). He wanted me to do someone else's 
job. I was working in the kitchen, but he wanted me to help to serve the guests. 
Other people in the kitchen thought that I had tried to create an unnecessary delay.
4. Enjoys complaining. I put the food order on the wrong bill. He shouted as though 
I had made a terrible mistake. (In fact, it would be better to correct me first, before 
he shouts).
5. Although he helped me to find a place to stay, after I had found one, he never 
mentioned again or asked if I had any problems with it. He should have at least 
asked me if the house was okay, but he didn't.
6.1 He wanted the job done without any mistakes. Even if there were small errors, he 
reported them to the boss.
6.2 I was right and the customer was wrong. He talked rudely to me without asking 
for the facts first.
7. He is okay. Sometimes he gives me too much work to do, but that's alright with 
me.
8. He scolds me too often. He should not blame me in front of other peoples,
specially, in front of customers.
9. He talks rudely, is over fastidious, and is always in a bad mood. He is
temperamental. If he is angry about something, he is then mad at everybody and
everything.
10.1 I was busy with my job. She came and gave me some extra jobs to do.
10.2 She always laughs and jokes during working hours.
11.1 I was serving a customer. She wanted some more cake, but my supervisor thought 
that I was slow and sluggish.
11.2 She shouts whenever she's angry. Talks sarcastically and is bad-tempered.
12.1 He is not good at his work. I can do it better.
12.2 I made a mistake. He didn't give me any advice but reported it to the boss
immediately. This affected my annual appraisal.
13.1 He keeps his eyes on me all the time and tries to see me doing something wrong. 
So that he can catch me out.
13.2 He wants me to do extra work without asking whether I'd like to do it or not.
14. When we had a disagreement about work, he tried to defeat me. When he couldn't, 
he took away my clock card so I couldn't go home after I finished my work. He 
did it on purpose.
15. He is fastidious, critical and repeats himself.
It was my first day at work. He constantly repeated the work process to me. Made 
me crazy.
16. He has a bad attitude towards work. I was serving a customer. Unfortunately, he 
was being difficult. My supervisor blamed me, saying that I was useless. In fact.
he should have asked what was going on. I know that we must please the 
customers, but I don't think it is right or fair for me to be blamed.
He wants to win on arguement if we have different opinions, whether he is right 
or wrong. If a customer comes in, I take him to table A, but the customer wants 
table B. So he sits there. My supervisor talks rudely to me and asks "Why not 
table A?". This is nonsense.
He's prejudiced, biased. In my performance appraisal, I got a poor mark although 
in fact I have been working very hard. But my friend, the one my supervisor likes, 
got a very good rating although he tries to avoid doing any work.
Biased, prejudiced. She will be kind to the people she likes. The rest mean nothing 
to her.
She shouts at me in a threateningly manner everytime I make a mistake.
Biased, bad tempered. She likes my friend but not me. She talks sarcastically to 
me and blames me for things I didn't do.
Bad tempered, self-centred, and grumbles. If there's a mistake, she shouts. She 
always points her finger at staff instead of talking reasonably. She told me to be 
humble. She said that I would never receive a promotion as long as she's there. 
Self-willed, ignorant, intolerant. I had a very valid reason for taking leave. She said 
she could not let me go because she didn't think it was important. If I insisted on 
going she would cut my pay. I did decide to go and so she cut my pay.
Grumbles, repeats herself. I made a mistake and she constantly repeated it.
I had notified her two weeks in advance that I would be away for a few days. But 
when the time came she didn't let me take the time off. One of my friends, 
however, can take leave after only two days notice.
Self-centred, Biased. He only lets me work in the morning shift, and never the 
evening shift. But my friend whom he likes, can have whichever shift he wants. 
Biased. He let my friend work the morning shifts for a whole month. It's not fair 
of him, because nobody else can work shift which they would like.
Gossiping. On my first day, I was serving the clients. I made a mistake. Later, my 
supervisor talked to my friend about it without me being there. Why didn't he 
explain it to me, because I am willing to learn.
Dictatorial, does not listen to other's opinions. Once a junior member of staff 
proposed a good idea. He ignored it and went on with his own idea.
Grumbles, and is self-centred. I haven't finished the first job before he gives me 
a second one to do.
Biased. In choosing the best staff member of the year, our supervisor gave us a list 
of names to vote for, but he had already set his mind on a particular person. 
However, when the manager gave out the final results, the one he had picked was 
not the one who won. He shouted and lost his temper.
Two faced. He seemed a nice guy to me. But he talked negatively behind my back. 
If we have any disagreement, he never talks it out, or tries to clears it up, but 
looks at me as if I were the culprit.
Fastidious. I was trying to set a table. He didn't see it, and shouted at me for not 
setting the table.
He jokes all the time. Talks, laughs, and teases other staff while working. Always 
use impolite words. It's not appropriate for people in his position to talk in a vulgar 
manner, because other staff will not respect him.
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Dictatorial, and over fastidious. He sets his own rules and wants others to follow.
All the staff disagree with him, so he goes to see the boss and tries to instigate the 
rules in the working place.
A big mouth. He talks behind my back.
He has no sense of responsibility. He doesn't care about his job. Once he asked 
us to help him improve the service but he then failed to follow it up.
My friend was really sick and wanted to go home. My supervisor said "no".
He always sets a time limit in which to do a job. When we cannot finish it on time 
he becomes angry and scolds us.
Over emotional, bad tempered, and moody. Sometimes we don't understand his 
commands which annoys him.
Inconsistent. He will smile when he gives out orders, but if he has to do the job 
himself, he will get moody and never smile.
Biased. He compares me to others. He blames me for faults, and praises the work 
of others. Talks sarcastically.
We proposed a new idea which was going to work well, but she ignored it, she did
not even discuss it but used her own idea.
Unreasonable. If a mistake has been made, she blames us.
Indifferent. Never gives the opportunity for subordinates to talk about their 
personal problems. She said that everybody has to take care of his/her own life, 1 
and that there is nothing she can do to help.
Moody. He has problems at home and brings them to work. Shouts at staff.
I haven't finished my job before he gives me another one to do. I was taking an 
order at one table, yet he wanted me to serve another table.
Dictatorial, unsystematic. We should communicate more. We should have a log 
book. Sometimes when he is absent I have to take care of everything, and I don't 
really know what's been done or not, or whether there is anything to be done 
urgently.
He never calls a staff meeting. He just gives orders without asking for feedback 
or opinions.
Moody, quick tempered. Never listens to other's opinions, (customer service).
Never stands firm. Tries to please everyone. Indecisive. Asks me about his own 
job.
She was once my working peer. She got a promotion to supervisory position. She 
has changed her behaviour. After completing my job, I was resting and talking to 
some friends. She came in and talked curtly to me. She said that I had tried to 
delay the work.
The supervisor avoids confrontation with older people, even though they are 
subordinates to him.
Bad tempered, over minor details. He treats a minor mistake as a big mistake.
Two faced, Insincere. He compliments me on the job I've done, yet criticises it 
behind my back.
Doesn't care about his job. Enjoys talking too much. He always tells us to regard 
him as the boss. He is self-centred.
When the restaurant is full of customers, instead of helping me to serve the 
customers, he tries to criticise the work I have done.
Unreasonable, speaks sarcastically. When she taught me how to do some cooking.
she did not fully explain anything, but expected me to do as well as she was able 
to.
57. Becomes serious when serving customers. Scowls whilst working.
58. He is not happy with his staff. He shouts at them.
59. Incautious. He blames me for other people's mistake.
60. Gossips. I consulted her about my personal problems. Two days later everybody 
knew all about it.
61. Sarcastic, sharp-tongued. She scolds the staff before she knows the real reason. 
Never apologizes.
62. Unreasonable. Unpredictable. Turning on and off the light becomes a big issue. 
Today he wants it on but tomorrow he might want it off.
63. He gets emotional and panicks easily during busy times.
64. Biased. He will be nice to a person from the same province.
65. Over fastidious, repeats himself. He always talks to other people about my
mistakes.
66. He brings his emotions into the work place. He gets angry when the job takes 
time.
67. Talks rudely/sarcastically. Never cares for other's feelings, (cooking preparation).
68. I broke the rules and he reported me to the boss. He should have come to talk to 
me first or given me a second chance.
69. Exaggerating my personal problems to other people.
70.1 Talks impolitely to staff. Teases staff while working.
70.2 Always late for work.
70.3 When I ask him about the job, he can't give me a clear answer.
71. Bad temper, very emotional. When he is not happy with the job I've done, he talks 
rudely to me without asking the reason for my mistake.
72. Speaks too loud and sometims scares me.
73. Always wants to know about my private life.
74. When I make a mistake, he blames me without asking the reason. Speaks rudely 
to me.
75.1 Always late. Sets a bad example to subordinates.
75.2 Drunk almost all the time. Late for work.
76. No leadership quality. Jokes with everybody all the time. Nobody respects him. 
He sings during working hours and talks and laughs.
77. Jokes too much. Tells jokes during working hours.
78. Shows dissatisfaction by pulling faces.
79. He never does anything to offend me.
80. Indecisive. Slow in making a decision. We ran out of goods and should have 
ordered a new batch. He has absolute power to do he taskt himself, but he always 
consult the boss first.
81. Biased. Two staff did the same job at the same time. The result was identical. He 
praised one person's work but criticised the other's.
82. Quick tempered. He loses his temper when he's busy. His face shows his 
dissatisfaction.
83. Jokes with staff during working hours. Once, we were busy with work. He came 
and teased us. He shouldn't do that during working hours. Other staff do not 
respect him.
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When she teaches me to mix drinks, she speaks scoldingly.
He is too strict about the rules. Never compromises. It rained and I had to wear 
a different colour pair of socks instead of white socks. He scolded me without 
asking why I had chanegd my socks.
Sets a bad example. Always late for work.
I've never had a bad supervisor. Lucky me!
Never asks for reasons, and is always scolding. He will shout when he is not 
happy with my work.
The supervisor is always busy looking after her own interests.
When I made a mistake, he told others to tell me about it. He should have told me 
himself.
Over fussy about details. When I cut a cake, she wanted every piece to be exactly 
the same width, which was impossible.
Nothing bothers me. She is good.
When he's not happy with the company he persuades other staff to act against the
company rules. He shouldn't do this to our company.
Sarcastic. She talks sarcastically to me whenever I make a mistake.
Biased. She always criticises my work but never comments on other people's work.
Over fastidious, always complaining. Someone made a mistake but he didn't know 
who was responsible, so he kept on grumbling about it.
She's been working for so many years, but she's not good at her job. I can do it 
(operational job) better.
Bad tempered, shouts. She always shouts in a threateningly manner (in front of 
others) to the person who made the mistake.
He is okay to me.
She never punishes her subordinates. When her staff are sluggish about their work, 
she never tells them to get to work, but does the job herself. She should not do 
that.
Grumbles, repeats herself. I made a mistake which she continually repeated. 
Self-centred, two-faced. She never works but when the owner of the restaurant 
arrives, she pretends that she works hard.
Always mentions other's mistakes 
Blames her staff verbally.
He doesn't know how to continue a conversation. If we ask him a question, he will 
only give one answer. He has no problems with staff, but his weak point could 
affect his own promotion. When the management ask him a question, he gives an 
answer without any further explanation. Lack of communication skills.
He was upset about a domestic problem. When he arrived at work, he got angry 
at the staff.
Biased, unreasonable, repeats himself. I was three minutes late but he said that I 
was 10 minutes late.
Talks too much, repeats himself. Says something sarcastical without mentioning 
anyone in particular.
Over emotional, quick tempered.
I was serving one table but he wanted me to set up another table. He scolded me, 
eventhough he saw that I was serving another table. He blamed me for no reason. 
Credulous. He heard some negative story about me, so he blamed me for it. He
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told me that I had shouted at a new member of staff but I had not. He told me to
apologize, and yet never really asked about what had occured.
The time my grandfather died, she showed no sympathy but made fun of me.
About the service, what he teaches me, is not the same training that I received 
from a head-office. He should improve his skills.
He speaks impolitely or rudely when addressing others.
Fastidious. He was upset about a problem at home and shouted at me for no 
reason.
He is a gambler. This is a very bad example to set.
He hasn't got sufficient education for his position. Although he works hard, in
terms of promotion he cannot compete with other college graduated staff.
Lazy. She used to be nice and helpful, but now she has changed. She never helps 
anyone anymore.
Indecisive. He never criticises poor work although he should do.
Bad tempered. He wants all the staff to be at his command. Never asks our 
opinions.
In training, he tried to tease me and my friend. It was not fun for us but he 
enjoyed it.
She never takes care of me, except when the owner of the shop arrives. Then she 
pretends to be nice.
When I made a mistake, she was sarcastic.
When I had work related problems and went to see her, she just ignored them. 
When I told her that she had made a mistake she was very angry with me. (She 
had misread the food order.)
She reprimands staff in front of others. (Instead of speaking reasonably, she pinch 
them).
Everything is good.
Forgetful, absentminded. He comes to work for the wrong shift, (morning instead 
of noon)
She speaks the Eastern Thai dialect almost all of the time. She should speak formal 
Thai so that everybody can understand.
He never does any work but just gives orders.
Forgetful. He always forgets to give me my tips.
Unreasonable, and scolding. She made a mistake which ordering goods, but blamed 
me for it afterwards.
He is very good.
He jokes too much, almost all the time.
He sets a bad example. Reads newspapers during working hours.
He never does anything but just gives commands to staff.
Bad mannered. The way he talks to other staff is impolite.
Never encourages staff to work harder. When we have problems, he just ignores 
them and blames everybody except himself.
Grumbles, and is fussy. He always shows his dissatisfaction by pulling a face.
He has problems at home, and therefore gets angry with us.
He never warns staff who try to avoid working. He is too polite.
My friend was creating an unnecessary delay. My supervisor knew, but ignored
133. Over fastidious. I was working as a butler but he wanted me to finish as soon as 
possible so that I could go and help him unload the truck.
134. Indecisive, and a liar. She was packing a cake, and she made a mistake. When the 
manager came and asked who had done it, she said that her staff had.
135. Everything is perfect for me.
136. When I make a mistake, or he shouts at me.
137. He is always absent from work with no reason. This is a bad example to set.
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